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ABSTRACT
This study examines the role of the mentor on the identity construction of the Nascent Entrepreneur. It aims to
answer the questions on how the mentor supports the creation and growth of their business, encourages them to
experiment, stimulates their reflexivity and opens and encourages the network opportunity for them. This is
examined through a formal mentoring programme known as the New Frontiers Entrepreneur Development
programme, designed by Enterprise Ireland and managed by the local Institutes of Technology. This thesis
researches the relationship that develops between the mentor and the mentee, the mentoring life cycle and the
tools and techniques used during the lifetime of the relationship.
The research consisted of a literature review in the area of entrepreneurship, mentorship and identity
construction. A pilot study was conducted with the Institute of Technology MBA participants prior to the
engagement with the main research population. An empirical study was conducted with the participants of the
New Frontiers Entrepreneur Development Programme to test the literature findings and to bridge any gaps in the
literature, fhe empirical research involved a combination of qualitative and quantitative approaches to analyse
the lived experiences of the Nascent Entrepreneurs. The main qualitative approaches included Pictor technique
and interviews while the main quantitative approaches consisted of Predictive Index personality testing and a
survey based on the Theory of Planned Behaviour.
fhe research population consisted of 10 mentoring pairs, that is mentors and the Nascent Entrepreneurs who
volunteered to take part in the study, fhe entrepreneurs were located in the south-west region of Ireland and
progressed to Phase 2 of the New Frontiers Entrepreneur Development programme.
fhe findings from the literature review and empirical research were accumulated and analysed to propose
potential improvements to the programme by optimising the role of the mentor.
fhis thesis found that the role of the mentor does indeed have a role in the identity construction of the Nascent
Ehitrepreneur however, this is limited due to the structure and the time allowed on this formal mentoring
programme, fhis research also found that the process of matching the mentor and the mentee is not given
sufficient attention and importance in the programme. It is important to note that Nascent Entrepreneurs had a
good perception of the value of mentoring. However, the formal mentoring relationship did not meet their
expectations, fhe lack of training in mentoring techniques and soft-skills sub-optimizes the contribution of the
mentor. Without the required input from the mentor, building of networks, the development of the
entrepreneurial mind-set which promotes reflexivity and experimentation is hindered. This supports the need for
on-going research in this area. Based on the findings there is an urgent need for Enterprise Ireland' to review
their allocation criteria and the structure of the mentoring programme and relationships.
The author recommends the following research areas for future investigation; the lifecycle of the entrepreneurial
identity eonstruction; mentoring lifecycle in a formal business start-up programme; the application of the theory
of planned behaviour pre-and post-engagement in a mentoring relationship; the concept of the mentoring team
on the New Frontiers Entrepreneur Development Programme; and lastly the development of best practice with
regard to the allocation of the mentor and the mentee in a formal mentoring programme.'

F.nterprise Ireland is a government organisation working with Irish enterprises to start, grow and advance them. In result it
supports sustainable economic growth, regional and national development and secures employment in the region.

DEDICATION

To my beloved family. Thank you for believing in me.

To Michael Fleming thank you for keeping my dreams alive and being
there for me no matter what.

You all contributed towards this work, thank you.

ACKNOWLEDGEMENTS

A sincere thank you to my supervisors Breda O’Dwyer and Brigid Crowley for their
continued support, motivation and professional guidance during my research journey.
Espeeially thank you for your patience and understanding, for believing in me and for getting
the most out of me for the past two years. I have learned a lot and I have grown as an
individual.
Also thank you to Dr. Gearoid Ua Donnachadha for your time and help over the last few
months. I greatly appreciate it.
I would also like to express my sincere gratitude to the Governing Body of the Institute of
d^chnology Tralee for giving me this opportunity to pursue the research in this area and for
the award of a research scholarship to complete the MBS.
A special thank you to the staff of the Institute of Technology, Tralee for their understanding
and support, fhis enabled me to complete my research as well as trial and compete for Ireland
in rowing.
fhank you to all of the participants of the New Frontiers Entrepreneurial Development
Programme, the mentors and the mentees, as well as the Programme Coordinators and
Enterprise Ireland managers. Without your participation and support, completion of this study
would not be possible.
Thank you to Michael Fleming Senior for always telling me that education is most important
and Michael Fleming Junior for coaching me around my study schedule. Without this
partnership, I would not be in a position to aehieve so much in rowing and education in such a
short period of time. Today marks the end of my Research Masters journey as well as my
second cap for Ireland at the World Senior Rowing Championships in Amsterdam. At times it
was tough and without your support I would not be where I am right now.
Finally, a big thank you to my Mom Katarzyna, Dad Jacek and my sister Agnieszka. Mom,
thank you for telling me that I can do this, you were right. I did it.
iv

TABLE OF CONTENTS
ABSIRACT....................................................................................................................................................... ii
DEDICATION.................................................................................................................................................. iii
ACKNOWLEDGEMENTS............................................................................................................................... iv
TABLE OF CONTENTS....................................................................................................................................v
TABLE OF TABLES....................................................................................................................................... xii
TABLE OF FIGURES.....................................................................................................................................xiii
TABLE OF APPENDICES..............................................................................................................................xiv
GLOSSARY OF TERMS.................................................................................................................................xv
CHAPTER 1 .................................................................................................................................................... 18
INTRODUCTION.......................................................................................................................................... 18
1. RESEARCH BACKGROUND.................................................................................................................... 18
1.2 CONTRIBUTION OF THE RESEARCH.................................................................................................. 19
1.3 RESEARCH AIM...................................................................................................................................... 20
1.4 RESEARCH QUESTIONS......................................................................................................................... 20
1.5 RESEARCH ME FIIODOLOGY................................................................................................................ 20
1.6 RESEARCH LIMHHONS........................................................................................................................ 23
1.7 RESEARCH STRUCTURE........................................................................................................................ 24
1.7.1 Chapter One..................................................................................................................................... 24
1.7.2 Chapter Two.................................................................................................................................... 24
1.7.3 Chapter Fhree.................................................................................................................................. 24
1.7.4 Chapter Four.................................................................................................................................... 25
1.7.5 Chapter Five.................................................................................................................................... 25
1.7.6 Chapter Six.......................................................................................................................................26
1.8 SUMMARY............................................................................................................................................... 26
CHAPTER 2....................................................................................................................................................27
CONSTRUCTING THE IDENTITY OF THE NASCENT ENTREPRENEUR.................................................27
2.1

THE EVOLUTION OF ENTREPRENEURSHIP.................................................................................27
V

2.2

THE EVOLUTION OF ENTREPRENEURSHIP - TWO PERSPECTIVES............................................ 28

2.2.1

Entrepreneurship - Eeonomic Perspective..............................................................................29

2.2.2

Entrepreneurship - Social Perspective.................................................................................... 31

2.3

THE ENTREPRENEURIAL LIFE CYCLE

2.4

ENTREPRENEURIAL QUALITIES..............................................................................................................37

2.4.1

BUSINESS CREATION PROCESS.................................32

Typical Entrepreneur............................................................................................................... 41

2.5

ENTREPRENEURIAL TYPES....................................................................................................................... 41

2.6

THE NASCENT ENTREPRENEURS........................................................................................................... 43

2.7

ROLE IDENTITY THEORY - AN ENTREPRENEUR...............................................................................47

2.8

IDENTITY THEORY OVERVIEW................................................................................................................48

2.8.1

Erik Erikson.............................................................................................................................. 49

2.9

THE PROCESS OF IDENTI1 Y CONSTRUCTION.................................................................................... 52

2.10

FFIE IDENTI FY OF A NASCENT ENTREPRENEUR...............................................................................53

2.11

CONCLUSION..................................................................................................................................................56

CHAPTER 3....................................................................................................................................................................57
“MEN FORSHIP AND SOCIAL LEARNING IN THE IDE^NTITY CONSTRUCTION OF THE NASCENT
ENTREPRENEUR”........................................................................................................................................................ 57
3.1

1 HE EVOLU FION OF MENTORSHIP........................................................................................................ 57

3.2

THE 1 FIEORY OF PLANNED BEHAVIOUR..............................................................................................59

3.3

SOCIAL IDEN FITY I Ht-ORY OVERVIEW...............................................................................................67

3.4

SOCIAL LEARNING THEORY..................................................................................................................... 68

3.5
THE IMPACT OF SOCIAL LEARNING ON THE IDENTITY CONSTRUCTION OF AN
ENTREPRENEUR.......................................................................................................................................................... 72
3.6

RELATIONSHIP THEORY.............................................................................................................................74

3.7

KNAPP’S RELATIONAL DEVELOPMENT MODEL...............................................................................80

3.7.1

COMING TOGETHER.............................................................................................................83

3.7.1.1

The Initiating Stage............................................................................................................. 83

3.7.1.2

The Experimenting Stage....................................................................................................83

3.7.1.3

The Intensifying Stage......................................................................................................... 85
vi

3.7.1.4

The Integrating.....................................................................................................................85

3.7.1.5

The Bonding Stage.....................

3.7.2

86

COMING APAR l.................................................................................................................... 86

3.7.2.1

The Differentiating Stage....................................................................................................86

3.7.2.2

The Circumseribing Stage.................................................................................................. 87

3.7.2.3

The Stagnating Stage........................................................................................................... 87

3.7.2.4

The Avoiding Stage............................................................................................................. 88

3.7.2.5

The Terminating Stage........................................................................................................88

3.8

THE MENTORSHIP LIFE CYCLE....................................................................................................89

3.8.1

Initiation....................................................................................................................................92

3.8.2

Cidtivation................................................................................................................................ 92

3.8.3

Separation................................................................................................................................. 92

3.8.4

Redefinition.............................................................................................................................. 93

3.9

MENTORING STRUCTURES.......................................................................................................... 94

3.9.1

Formal vs. Informal Mentoring...............................................................................................95

3.9.2

Positive vs. Negative Mentoring.............................................................................................97

3.9.3

Assigned vs. Voluntary Mentoring......................................................................................... 99

3.9.4

Virtual (E-) Mentoring.......................................................................................................... 100

3.10

THE MENTORING MODELS......................................................................................................... 101

3.10.1

The Apprenticeship Model.....................................................................................................102

3.10.2

The Cloning Model.................................................................................................................103

3.10.3

The Nurturing Model............................................................................................................. 103

3.10.4

The Friendship Model........................................................................................................... 103

3.10.5

fhe Peer Mentoring Model.....................................................................................................104

3.10.6

The Hierarchical Model......................................................................................................... 104

vii

3.10.7

rhe Relational Model............................................................................................................ 104

3.10.8

The Co- Mentoring Model..................................................................................................... 105

3.11

MENTORING TECHNIQUES..................................................................................................................... 106

3.12

CHALLENGES IN MENTORSHIP............................................................................................................ 110

3.12.1

Contextual problems...............................................................................................................Ill

3.12.2

Interpersonal problems.......................................................................................................... 112

3.12.3

Proeedural problems...............................................................................................................112

3.13

LEADERSHIP IN A MENTORING RELATIONSHIP............................................................................ 115

3.15

MATCHING THE MENTOR AND THE MENTEE................................................................................ 1 16

3.15.1
3.16

Cognitive Style....................................................................................................................... 117

CONCLUSION.............................................................................................................................................. 121

CHAPTER 4................................................................................................................................................................ 123
RESEARCH METHODOLOGY............................................................................................................................... 123
4.1

BACKGROUND TO THE RESEARCH APPROACH APPIdED 40 THIS STUDY.......................... 123

4.2

RESEARCH MEI HODOLOGY................................................................................................................. 124

4.2.1

Phenomenologieal Approaeh to Research............................................................................126

4.2.1.1

Phenomenology Defined.................................................................................................... 126

4.2.1.2

Phenomenologieal Types.................................................................................................... 127

4.2.1.3

Hermeneutic Phenomenology............................................................................................127

4.2.1.4

Transcendental Phenomenology.........................................................................................128

4.2.1.5

Advantages and disadvantages of the phenomenological method..................................128

4.3 RESEARCH DESIGN.......................................................................................................................................... 129
4.4 Sampling Method.................................................................................................................................................. 130

4.4.1 Sample............................................................................................................................................ 130
4.5 METHODS USED................................................................................................................................................ 131

4.5.1 Qualitative Research Component.................................................................................................133
4.5.2 The “Pictor” Technique.................................................................................................................134
viii

4.5.4 Interviews.......................................................................................................................................138
4.5.5 Questionnaires (Structured Interviews)....................................................................................... 140
4.6 RESEARCH SETTING........................................................................................................................... 141
4.7 RESEARCH POPULATION................................................................................................................... 141
4.8 PRIMARY METHODS USED................................................................................................................ 142
4.8.1 The Pilot Study.............................................................................................................................. 142
4.8.1.1 Pilot Study Population........................................................................................................... 142
4.8.1.2 Empirical Data Collection Process....................................................................................... 142
4.8.1.3 Findings - The Pilot Study.................................................................................................... 144
4.8.2 DATA COLLECTION INSTRUMENT WITHIN THE STUDY............................................ 153
4.8.2.1 Data Collection Procedure..................................................................................................... 153
4.9 ANAI.YTICAE TOOLS USED IN THE STUDY.................................................................................... 154
4.9.1 Method of Analysis (Qualitative/Quantitative)...........................................................................154
4.9.2 Predictive Index............................................................................................................................. 154
4.9.3 Content Analysis........................................................................................................................... 160
4.9.4 Narrative Analysis......................................................................................................................... 161
4.10 INSTRUMENTA flON.......................................................................................................................... 163
4.10.1 Purpose.........................................................................................................................................163
4.10.2 Validity and Reliability.............................................................................................................. 163
4.11 DATA COLLECTION........................................................................................................................... 164
4.12 LIMITATIONS OF THE RESEARCH METHODOLOGY.................................................................... 164
4.13 SUMMARY.......................................................................................................................................... 165
CHAPTER 5................................................................................................................................................. 166
RESEARCH FINDINGS.............................................................................................................................. 166
5.1 NEW FRONTIERS ENTREPRENEUR DEVELOPMENT PROGRAMME............................................ 166
5.1.1 Introduction................................................................................................................................... 167
5.1.2 Background................................................................................................................................... 168
ix

5.2 FINDINGS PICTOR DIAGRAMS VISUALISING THOSE WHO INFIAJENCED ITIE IDENTITY OF
THE NASCENT ENTREPRENEURS...................................................................................................................... 169
5.3 FHE INDEPTH INTERVIEW FINDINGS AND THEIR ROEE ON FORMING THE IDENTITY OF THE
NASCENT ENTREPRENEURS............................................................................................................................... 173

5.3.1 Match between the Mentor and the Mentee - the Nascent Entrepreneur................................. 173
5.3.2 The Relationship Structure between the Mentor and the Nascent Entrepreneur......................176
5.3.3 The Mentoring Relationship Life-Span with the Nascent Entrepreneur; Long term vs. Short
term...........................................................................................................................................................178
5.3.4 Motivation to Become an Entrepreneur...................................................................................... 179
5.3.5 The Changing Needs of the Mentee - the Nascent Entrepreneur.............................................. 180
5.3.6 The Mentoring Team to support the Identity Construction of the NascentEntrepreneur.......180
5.3.7 Voluntary Participation - the Perception of the Mentors...........................................................181
5.3.8 The Challenges of the Mentoring Relationship in the Identity Construction of the Nascent
Entrepreneur............................................................................................................................................182
5.3.9 Mentoring Training for Entrepreneurship................................................................................... 184
5.3.10 fhe Role of the Informal Mentor in Identity Construction.................................................... 186
5.3.1 1 fhe Self-Eanployed vs. an Entrepreneur - an Identity Issue..................................................187
5.3.12 Conclusion................................................................................................................................... 189
5.4 THE PREDICTIVE INDEX (PI) TEST.............................................................................................................. 191

5.4.1 A I’ypical Entrepreneur.................................................................................................................191
5.4.2 Background to use of the Predictive Index in this study........................................................... 192
5.4.3 Conclusion..................................................................................................................................... 206
CHAPTER 6..................................................................................................................................................................208
CONCEUSIONS AND RECOMMENDATIONS..................................................................................................... 208
6.1

CONCLUSIONS............................................................................................................................................. 208

6.2 RECOMMENDATIONS.......................................................................................................................................212

6.2.1 The Lifecycle of the Entrepreneurial IdentityConstruction........................................................212
6.2.2 Mentoring Lifecycle in a Formal Business

Start-UpProgramme.......................................... 212
X

6.2.3 1 he rheor\ of Planned Behaviour with Regard to the Attitude towards Mentorship Pre- and
Post-Fdigagement in a Relationship....................................................................................................... 213
6.2.4 Mentoring Peam on the New Frontiers Entrepreneur Development Programme..................213
6.2.5 The Development of Best Practice with Regard to the Allocation of the Mentor and the
Mentee..................................................................................................................................................... 214
6.2.6 Structure of the New Frontiers Entrepreneur Development Programme................................. 214
6.3 OVERALL CONTRIBUTION................................................................................................................. 214
6.3.1 Academic Literature......................................................................................................................214
6.3.2 The Practical Field of Formal Mentoring Programme...............................................................215
6.3.3 Future Research Opportunities.....................................................................................................215

BIBLIOGRAPHY....................................................................................................................................... 217

APPENDICES

XI

TABLE OF TABLES

Table 1: Theorists driving the evolution of the economic perspective of Entrepreneurship ... 29
fable 2; 1 he Entrepreneurial Life Cycle - Business Start-Up Process - Three Stage Model............. 33
Table 3: Common Entrepreneurial Traits............................................................................................. 39
Table 4: Entrepreneurial types by definition..........................................................................................42
fable 5: The Evolution of the Mentoring Lifecycle.............................................................................. 90
fable 6: Mentoring Tools and Techniques - The InitiationPhase....................................................... 108
Table 7: Mentoring Tools and Techniques - The Cultivation............................................................ 108
fable 8: Summary of Research Design...............................................................................................130
fable 9: Predictive Index Profiles (Mentoring Pair 1)....................................................................... 193

XII

TABLE OF FIGURES

Figure 1: Entrepreneurial Process................................................................................................................ 33

Figure 2: Entrepreneurial lufe Cycle - Business Start-Up Process - Five Stage......................34
Figure 3: Stages of Nascent Entrepreneurship and Eearning.................................................................... 45
Eigure 4: Employment Status of Nascent Entrepreneurs by Gender........................................................ 45
Figure 5; Educational level of Nascent Entrepreneurs by Gender........................................................... 46
Figure 6: Theoiy of Planned Behaviour......................................................................................................61
Figure 7: Theory of Planned Behaviour in Mentorship..............................................................................64
Figure 8: Stages of the Knapp’s Relationship Model.................................................................................82
Figure 9: Mentoring Ldfe Cycle Stages....................................................................................................... 90
Figure 1 1: Pietor Chart (ITxample)............................................................................................................ 136
Figure 12: Predictive Index Profile - Monika Dukarska..........................................................................156
Figure 13: fheoretical Entrepreneurial Prollle......................................................................................... 160

XIII

TABLF OF APPENDICES

Appendix A; Consent Form
Appendix B: Phase 1 of the Empirical Research (Pilot Study) - First Engagement (Mentors)
Appendix C: Phase 1 of the Empirical Research (Pilot Study) - First Engagement (Mentees)
Appendix D: Phase 2 of the Empirical Research (Pilot Study)

XIV

GLOSSARY OF TERMS
(Business) Incubation Centre - The Business Incubation Centre is an environment/
organisation which is established to accelerate the development and success of entrepreneurial
undertakings for their early months or years. This support is facilitated though for example
physical space, mentorship, capital, network connections and so on.
(Social) Identity Construction - The identity construction is a set of personal characteristics
and behaviours which identify an individual as a member of a given group. The identity is
constructed through individual life experiences, relationships and connections. Social identity
on the other hand represents the collection of a group membership that define the individual
as a member of such a group.
Enterprise - It stands for an undertaking, new venture or a business organisation. It is created
for profit.
Enterprise Ireland - is a government organisation working with Irish enterprises to start,
grow and advance them. In result it supports sustainable economic growth, regional and
national development and secures employment in the region
Entrepreneur/Entrepreneurial Activity - An entrepreneur is an individual who is in the
process of developing or operates an enterprise. Entrepreneurial activity refers to new
business creation and development. In the past entrepreneurial activity has been associated
with profit, capital and risk and was responsible for economic enlargement and growth while
today entrepreneurship is strongly linked with self-employment, bringing forth creative ideas
and their implementation.
Entrepreneurial Learning Process - It is a process by which entrepreneurs develop and
grow personally as well as professionally. Entrepreneurs undertake learning through
recognising and acting on opportunities and interacting socially to manage the enterprises.
Entrepreneurial Life Cycle - It traces the natural progression of building a company. Kilby
(1971) proposed five steps to grow the enterprise and they are as follow: first - perceiving,
identifying and evaluating an opportunity; second - drawing up business plan; third marshalling resources; fourth - creating the enterprise; and fifth - consolidation and
management. Han (2005) on the other hand narrowedthe steps down to three and these are as
follows: idea, growth and stability.
Entrepreneurship- Economic/ Social Perspective - The economic perspective on
entrepreneurship puts emphasis on the allocation of resources and the monetary value that the
entrepreneurship provides, while the social perspective stresses the social context in which
entrepreneurs operate and the influences that are exerted on the business by the society.
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Role Identity - Role identity structures the identity of an individual in terms of the role they
adopt and the expected behaviour associated with this role.
Institutes of Technology - The

lOd's are

university-level

Institutes

focused

on

teaching/learning, purpose-driven research, and public service. There are 13 lOT's in Ireland.

Institute of Technology' Tralee - The Institute of Technology, Tralee (ITT or IT Tralee) is a
third-level educational institution located in I ralee. County Kerry, Ireland. It was established
in 1977 as the Regional Technical College, Tralee.
Local Enterprise Board - The local enterprise board provides advice, information and
support to entrepreneurs/ individuals starting-up or growing further their business.
Mentor/ Mentee - A person who acts as guide and adviser to another person, especially the
one who is younger and less experienced. Later, more generally: a person who offers support
and guidance to another; an experienced and trusted counsellor or friend; a patron, a sponsor.
Mentee on the other hand is the individual, entrepreneur who receives the guidance and
support from the mentor.
Mentoring/Mentoring Life Cycle - fhe aim of the mentoring relationship is the
development and growth of the mentee/ entrepreneur. The mentoring relationship follows a
life cycle, as individuals’ progress through the mentoring life cycle stages. These stages
include initiation, cultivation, separation and redefinition (Kram, 1983).
Nascent Entrepreneur - fhe nascent entrepreneurs are individuals who are actively trying to
start a new firm, but who have not done so as yet
New Frontiers Entrepreneur Development Programme - This is a three-phase programme
designed by Enterprise Ireland in collaboration with the local Institutes of Technology. It
provides the entrepreneurs with a package of supports to help to develop their business as well
as to equip them in skills and contacts required to successfully grow an enterprise.
Pictor Technique - It is a visual technique in which participants construct a visual
representation of roles and relationships in a particular case using arrow-shaped adhesive
notes or cards. The chart produced enables the individual to explain his or her experiences.
Predictive Index - It is a theory-based, self-report measurement of a work-related
personality. This tool is used for the following purpose: employee selection, leadership
development, succession planning and team-building and so on.
Continuum of Quality - It relates to the quality and the differences that occur across and
within the mentoring relationships.

XVI

SME - Stands for Small and Medium Sized Businesses, fhe number of the employees and
either the turnover or the balance sheet total determines whether a business is an SME.
Social Learning - The social learning is associated with the work of Albert Bandura and it
holds that people learn by observing others. As a consequence, an individual adopts an
observed behaviour and modifies his own behaviour.
Theory of Planned Behaviour - This theoiw links beliefs and behaviour in order to
determine whether an individual will perform a certain behaviour or engage in a particular
event/ action. This concept was proposed by leek Ajzen and it examines the attitudes,
subjective norms and perceived control factors to predict the behaviour of an individual.
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CHAPTER 1
INTRODUCTION
INTRODUCTION
This chapter provides an introduction to the thesis titled “Becoming an Entrepreneur:
Researching the Role of Mentors in Identity Construction’'. It offers a baekground to the
research area and deseribes the overall aim of this research and research questions posed
within the study. This ehapter addresses the methodology used to test the literature findings
to investigate the role of the mentors in the identity construction of the nascent entrepreneur.
This chapter also highlights the limitations of the study and gives an overview of the strueture
of the thesis.

A brief summary of each of the thesis chapters is provided including

recommendations for future research which completes this section.
1. RESEARCH BACKGROUND
I'his study is based on a literature review which was used to inform the empirical work on
entrepreneurship development in the south west region of Ireland, fhis region has experience
with programmes to support high growth potential start-ups.

fhe experience gained from

delivering these programmes over a number of years suggests that placing emphasis on high
level entrepreneur mentors and stress test panels produces significantly different results
compared to traditional entrepreneurship educational interventions.
The Irish Government has committed to foster a spirit of entrepreneurial undertakings and to
allocate resources and ereate an environment which supports entrepreneurs in Ireland (IBEC,
2014). Aceording to Ernst and Young (2013) entrepreneurs are said to be the most important
engines of growth, especially during the eeonomic downturn.
Enterprise Ireland in partieular works very closely with the Institutes of Technology
throughout Ireland and their associated incubation centres in fostering and supporting nascent
entrepreneurs.

As part of the national Enterprise Ireland New Frontiers Entrepreneur

Development programme, naseent entrepreneurs receive ‘hands-on help’ in form of a mentor.
Mentoring is a complex process and its suecess depends on many variables that need to be
closely monitored by the programme coordinators.
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The study draws on ideas from the literature on mentoring, identity and soeial learning to
explore the engagement between the mentor and the mentee on a formal mentoring
programme and the role it can have on the identity construction of the nascent entrepreneur.
1.2 CONTRIBUTION OF THE RESEARCH
I'he sampling frame relevant to this project and the collection of empirical data is
implemented in collaboration with the relevant Business Communities (locally, nationally and
internationally). Enterprise Ireland, Business Incubation Centres, The New Frontiers
Entrepreneur Development Programme, and Local Enterprise Boards previously known as the
County Enterprise Boards.
Ehe outcome of this study has applicability at various levels. It contributes to the academic
work in the Centre of Entrepreneurship and Education Development (CEED) at the Institute
of fechnology, fralee and more notably the numerous business start-up programmes
currently being run throughout the country by Enterprise Ireland in particular and other
programme providers. This research will inform the providers of entrepreneurship education
and training of the value of mentoring in the entrepreneurial learning process.

It will also

complement other research currently being conducted in the Institute by staff and students in
the areas of entrepreneurship and start up supports.
I his proposal advances the Institute of fechnology fralee’s Strategic Goals with regard to
academic differentiation. The Institute of Technology Tralee is already recognised nationally
and internationally for its entrepreneurship initiatives (www.youngentrepreneurship.ie;
www.juniorentrepreneurship.ie) attaining the status of the European Entrepreneurship Region
for 2011. This study will further strengthen this unique value proposition of the Institute. It
will support the Institute’s objectives on (i) impact on the region and (ii) enhanced
collaborations.

The study will help further regional impact through increased industry-

relevance in teaching and consultancy.

It will enhance collaborations through building

stronger relationships with nascent and global entrepreneurs, providers and support and
resource agencies.
The European Commission Horizon 2020 publication highlighted the need for Small and
Medium Enterprises to grow and innovate. The report indicated that the SMEs have
significant development potential that can prosper under the direction of a mentor. Similarly,
19

the Report of the Research Prioritisation Steering Group (2011) stressed the need to promote
entrepreneurial activity and the number of start-ups in Ireland.
Through mentorship, entrepreneurs engage in the process of identity construction which leads
to the creation of an entrepreneurial mind-set and an entrepreneurial identity (Dukarska et ah,
2013; Rigg and O’Dwyer. 2012).

This enables the entrepreneurs to assimilate to new

demands and the business start-up setting. This journey facilitates the process of
entrepreneurial learning and personal growlh.
fhis thesis will provide a structure for future entrepreneurial programmes to encourage
entrepreneurs to seek mentorship and optimise their goals.
1.3 RESEARCH AIM
fhe aim of this study is to examine the role of the mentor in the identity construction of the
nascent entrepreneur as part of their entrepreneurial learning. The study uses an established
entrepreneurship educational programme.

It will identify if this type of support stimulates

their learning of how to be, their acquisition of status and entrepreneurial identity, and not
simply their development of practical business skills.
1.4 RESEARCH QUESTIONS
I'he research questions underlying this research study are as follows:
1. I low do mentors encourage experimentation?
2. In what ways do mentors stimulate retlexivity?
3. In what ways do mentors help nascent entrepreneurs extend awareness of the
possibilities for their business?
4. What network connections are facilitated by mentors?
1.5 RESEARCH METHODOLOGY
I'his study takes a social constructionist, discursive approach to the study of the role of
mentors in entrepreneurship education.

It identifies and follows 10 nascent entrepreneurs

taking part in a formal educational intervention. This is predominantly a qualitative study
underpinned by the phenomenological approach. This did prescribe the need to apply some
quantitative tools in order for the researcher to fully understand the nascent entrepreneur’s
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perception of the mentoring relationship in their entrepreneurial learning and identity
construction and the role of the mentor in same.
fhe researcher explored current literature available in relation to entrepreneurship, mentorship
and identity construction. Furthermore, the researcher examines the areas of social learning
theory and theory of planned behaviour which became relevant during the literature review'
process.
The researcher also carried out a pilot study with the participants of the MBA Programme at
the Institute of Technology Tralee to develop the most effective mechanism of empirical data
collection from the main research population that is the participants of the New Frontiers
Entrepreneur Development Programme.
The researcher used both the qualitative and quantitative research approaches. The qualitative
approach to entrepreneurship is not widely applied and the majority, up to 89% of papers on
entrepreneurship, according to Mullen et al. (2009, cited in Manimala, 2009, p.8) use
quantitative methodological approaches. The researcher however, identified the qualitative
approach as the approach to best ascertain the data required for this study. The quantitative
approach will be used to qualify and support the results of the qualitative findings.
fhe qualitative approaches are “demonstrably underrepresented in entrepreneurship research”
(Ilindle, 2004, p.577); the reasons identified behind this trend include mainly a production of
descriptive research and research of doubtful standard as argued by Neergaard and Ulhoi
(2007). Traditionally, quantitative approaches due to its rigour and stringency resulted in
more publications in comparison to qualitative methods, producing comprehensive,
generalisable and precise results (Babbie, 2010).

The dominance of quantitative orientation

of the researchers is also illustrated by reviews carried out by Chandler and Lyon (2001) and
McDonald et al. (2004) (cited in Neergaard and Ulhoi, 2007). The review of the literature
between 1989 and 1999 by Chandler and Lyon (2001) found that only 18 per cent of 418
papers were qualitative in nature (Seymour, 2012), while McDonald et al. (2004)
demonstrated that the majority of 2,234 articles reviewed also used quantitative methods of
enquiry, showing considerable preference towards numerical and statistical research.
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Although many studies turned towards quantitative methods, this study will use a mixture of
qualitative and quantitative approaehes as it offers the researcher an opportunity for discovery
of meaning and production of significant research outcomes, with an emphasis on the former.
Moreover, the use of qualitative methods provides the researcher with flexibility, and the
possibility of obtaining rich, in-depth data regarding one’s attitudes and perceptions towards a
particular phenomenon and also motivations behind decisions and actions. This is carried out
usually face-to-face, with the use of interviews and in an unstructured, natural manner
(Denzin and Lincoln, 2000).
Ihe researcher is concerned with learning about nascent entrepreneur’s mentoring
experiences and the role of the mentor on one’s learning, development and identity
construction. The research questions are particularly suited for a qualitative research design
because the topic investigated is exploratory in nature and could not be fully investigated with
the use of a numerical or statistical means of quantification.

The main data qualitative

collection methods include the Pictor technique, participant’s observations, narrative and
semi-structured interviews.
The quantitative component of the study includes personality testing of the mentees (nascent
entrepreneurs) and the mentors using the Predictive Index tool to examine the suitability of
the match between the mentor and the mentee. A survey is also used to investigate the
expectations and the experience of the mentees of the mentoring relationship as informed by
the theory of planned behaviour. The introduction of personality testing in this study was
based on the importance that was placed on the allocation of the correct mentor and the
mentee in the literature and the influence it had on the overall success of the association. The
empirical research findings within this study indicated that the mentees disengaged from the
formal mentoring relationship. It was decided to investigate this further with the nascent
entrepreneurs (the mentees) using the theory of planned behaviour to help understand if there
was a difference between their expectation and their experience of the mentoring relationship
and if this influenced or contributed to their decision to disengage from the relationship.
I he use of both the qualitative and quantitative research methods was deemed as being
necessary,

fhe combined investigative approaches enabled the researcher to obtain an

understanding of the creation and execution of the mentoring relationship as well as the role
of the mentor in the identity construction of a nascent entrepreneur.
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1.6 RESEARCH LIMITTIONS

The researcher identified the following limitations when conducting this study:
1. Logistical Limitations: Due to the intense schedules of both, the mentors and the
entrepreneurs on the [Programme, it was difficult to get a large number of engagements
with all the participants. The quantitative element of the research had to be conducted
via e-mail. Additionally, even though the research focused on a programme being
delivered in the south west of Ireland, the geographical spread of mentors on the New
Frontiers Entrepreneur Development Programme was across Ireland.

The nascent

entrepreneurs were a selection of participants from the Kerry, Cork and Ldmerick
programmes. This did pose a challenge to the researcher and the co-ordination of
meetings with a number of participants in a particular geographical area was difficult.
However, the researcher did resolve the logistical issue. Even though the Pictor
technique and subsequent interview are typically held on two separate occasions, it
was agreed to hold them on the same day. It was also agreed that the semi structured
interview would be extended in time to allow' for the researcher to optimise the value
of the in-depth discussion required for the study.

Finally, it was agreed that all

participants would be available through email at any point following the interviews for
further follow-up. This was welcomed and acted on by the researcher.
2. Follow-up Restrictions: This was only an issue with regards the survey as related to
the theory of planned behaviour.

The researcher did receive access to the New

Frontiers Entrepreneur Development Programme participants’ database through the
Enterprise Ireland Programme Coordinator.

Due to data protection issues the

researcher could not follow up on the engagement with the entrepreneurs
independently. This required the support of the individual programme co-ordinators
who were also very busy. However, it was agreed that the co-ordinators would send
out the initial request, and two follow up emails and their cooperation is noted.
3. Sample Size: The study is limited to a small sample size as required by the type of
study and the most appropriate chosen research approach. This is a characteristic of

These are neighboring counties to the Institute of Technology Tralee.
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qualitative research. However, the richness of the data offered by the research is well
founded and the subsequent findings do add value at an academic and practical level.
1.7 RESEARCH STRUCTURE
The thesis is made up of the following chapters:
1.7.1 Chapter One
This chapter provides an introduction to the thesis titled ''Becoming an Entrepreneur:
Researching the Role of Mentors in Identity Construction”. It offers a background to the
research area and describes the overall aim of this research and research questions. This
chapter also addresses the methodology used to test the literature findings to investigate the
role of the mentor on the identity construction of the nascent entrepreneur.
rhe chapter also highlights the limitations of the study and gives an overview of the thesis
structure. A brief summary of each of the thesis chapters completes this section.
1.7.2 Chapter Two
Chapter Two presents the literature review in the area of entrepreneurship and identity
construction of the nascent entrepreneur.

This chapter includes a review of the area of

entrepreneurship and provides an overview of the evolution of entrepreneurship within the
economic and social context. It then highlights the entrepreneurial lifecycle from the business
formation perspective, entrepreneurial types and entrepreneurial characteristics available in
the literature.
rhe main objective of this chapter is to review the process of identity construction by the
nascent entrepreneur, fhis chapter also describes the process of identity formation, which is
then applied to the figure of the nascent entrepreneur, and role identity theory, which is
closely linked to the function of an “entrepreneur”.
This chapter concludes with a summary of the salient points of the literature review.
1.7.3 Chapter Three
The main objective of this chapter is to review the existing literature in the areas of
mentorship, social learning and identity construction. Chapter Three aims to introduce the
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Theory of Planned Behaviour and apply it to the mentoring relationship, fhe emphasis of this
chapter lies on the development of the mentoring relationship and the process of learning and
acquisition of social identity through mentorship. This section also examines the mentoring
life cycle and various mentoring types, models and techniques. A reference is made to the
process of matching the mentor and the mentee and also the aspect of trust and leadership
required in a mentoring relationship.
Finally, the chapter concludes with the continuum of quality theory. It also provides a
summary of the salient points of the literature review.
1.7.4 Chapter Four
Chapter Four presents the research methodology for this study. This chapter provides an
overview of the qualitative and quantitative research methods employed by the researcher in a
chronological order. It also highlights the research design and the data required for the study,
along with the pilot study.
I'his chapter includes a review of data collection methods and concludes with the summary of
the research methodology employed for this study, which was revised based on the outcome
and learning from the pilot study.
1.7.5 Chapter Five
This chapter presents the research findings and concludes with a summary of the key findings
of the empirical research.
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1.7.6 Chapter Six
This chapter also highlights areas for further research in the area of mentorship and a formal
business start-up programme. Summary of conclusions and recommendations conclude this
chapter.
1.8 SUMMARY
This chapter outlined the background and the aim of this study. It also highlighted the
research questions and the research methodology for this study. Chapter one concluded with
the limitations of this research study and a brief description of each of the chapters,
illustrating the structure of the thesis.
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CHAPTER 2
CONSTRUCTING THE IDENTITY OE THE NASCENT ENTREPRENEUR
INTRODUCTION
This chapter defines the area of entrepreneurship and provides an overview of the evolution of
entrepreneurship within the economic and social context.

It will present a literature review

on the entrepreneurial lifecycle from the business formation perspective with reference to
mentorship, the types of entrepreneurs and associated characteristics. The chapter will also
define the term nascent entrepreneur and review the process of identity construction of the
naseent entrepreneur.
It will describe the process of identity formation, with reference to the work of Erik Erikson,
the “Father of Developmental Psychology” (Harmening, 2010, p.33), which is then applied to
the figure of the nascent entrepreneur, and the role identity theory, which is closely linked to
the function of an “entrepreneur”. This chapter concludes with a summary of the salient
points of the Eiterature Review which have informed the research questions.
2.1

THE EVOLUTION OF ENTREPRENEURSHIP

I'he current economic crisis and the high unemployment figures that remain at above twelve
percent in Ireland (Eurostat, 2014), have placed economic growth and the small and medium
enterprises (SME’s) investment at the top of the government’s agenda (Enterprise Ireland,
2012). Job creation and economic development can be achieved through business formation,
which has a positive impact on the social welfare of the country.

As highlighted by

Charantimath (2006) entrepreneurship can significantly alter the direction of national
industries and markets, while Henry (2003, p.3) states that “entrepreneurial activity has the
potential to positively affect the economy of an area by building a strong economic base and
creating jobs”.

The idea of new business creation and development has generated

considerable interest among the public (Henry, 2003; Charantimath, 2006). However, the
definition of entrepreneurial activity and of an entrepreneur is not clear within the literature to
date.
In the past entrepreneurial activity has been associated with profit, capital and risk (Cantillon,
1755; Say, 1803; Schumpeter, 1934) and was responsible for economic enlargement and
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growth (Weber. 1930; Cole. 1969). Today entrepreneurship is strongly linked with selfemployment, bringing forth ereative ideas and their implementation (Kuratko, 2009). Similar
to mentorship, a common definition of entrepreneurship is not agreed upon (Gasparski, 2011),
causing a misuse of the term and ambiguity in the field.
2.2

THE EVOLUTION OF ENTREPRENEURSHIP - TWO PERSPECTIV ES

Entrepreneurship has evolved from a classical economic view.

The term entrepreneur is

derived from the French verb “entreprendre” meaning “to undertake'’ (Charantimath, 2006).
This refers to individuals who undertake the risk of establishing a new enterprise. In the early
16"’ century the term entrepreneur was used to describe a man who organised and led military
expeditions, while later it came to denote a person who translated a profitable idea into a
productive action or product. Over time, scholars have defined the term differently; however,
the recognition of entrepreneurship dates back to eighteenth-century France (Kuratko, 2009)
where Irish/f'rench economist Richard Cantillon (1680 - 1734) of Ballyheigue, Co. Kerry
associated the risk taking activity and transformation of resources in the economy with the
entrepreneur. Cantillon is considered to be the “father of enterprise economics” (Cantillon,
2010, p.6) as he infused the term with precise economic meaning (Praag, 1999) and
recognised the entrepreneurial role within the economic system.

Cantillon positioned

entrepreneurs as the main contributors to the social economic value in his “Essai sur la Nature
du Commerce en General” publication in 1755, which had tremendous impact on the initial
growth of economic science.
1 he different definitions are presented in the overview below outlining entrepreneurship in
terms of economic significance and impact, and also from the social perspective as described
in the literature to date.
fhe economic perspective puts emphasis on the allocation of resources and the monetary
value that the entrepreneurship provides.

Table 1 below illustrates the evolution of the

economic perspective of Entrepreneurship to illustrate the development of this term, as well
as the entrepreneurial characteristics which will be addressed later in this study.
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Table 1: Theorists driv ing the evolution of the economic perspective of Entrepreneurship

Year

1755

1803

1934

Theorist

Cantillon

Say

Schumpeter

Entrepren
eurship

Risk
Uncertainty/ Taking/
Risk-Taking Leaders
hip

1971
1961
McCle
Knight
Hand

1973

1985

Kirzner

Druker

Uncertainty/ Competi Innovati
Innovativeness Risk
Taking Risk-Taking tiveness veness
/Change

Source: Current Research
The social perspective on the other hand stresses the social context in which entrepreneurs
operate and the influences that are exerted on the business by the society.
2.2.1

Entrepreneurship - Eeonomic Perspective

The economic perspective is illustrated by seven experts in this area, that is Cantillon, Say,
Schumpeter, McClelland, Knight, Kirzner and Drucker, as demonstrated in table 1 above.
Each of these theorists, through their entrepreneurial definitions, identified a quality that an
entrepreneurs should possess,

fhe definitions below are closely linked to entrepreneurial

characteristics, which arc described later in this chapter.
Charantimath, (2006, p.52) cited Cantillon's (1755), definition of an entrepreneur as “the
agent who buys means of production at a certain price in order to combine them into a product
that is going to sell at prices that are certain at the moment at which he commits himself to his
costs”. It means that entrepreneurs are agents that purchase products at a certain price at
present and sell them at an uncertain price in the future (Gasparski, 2011), they seize
opportunities with a view of making profit by accepting risk (Filion, 1997). Cantillon’s
framework was developed further by other theorists in this area, informing a number of
emerging themes.
Jean Baptiste Say (1767 - 1832) associated entrepreneurs with risk-taking and also with the
function of leadership (Praag, 1999; Filion, 1997). Say (1803) defined an entrepreneur as “an
economic agent who unites all means of production- land of one, the labour of another and the
capital of yet another and thus produces a product. By selling the product in the market he
pays rent of land, wages to labour, interest on capital and what remains is his profit. He shifts
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economic resources out of an area of lower and into an area of higher productivity and greater
yield” (Sethi, 2012, p.5).
Frank Knight (1885 - 1972) on the other hand expanded Cantillon's work by focusing on the
risk and uncertainty factors that entrepreneurs face. He defined entrepreneurs as individuals
who “attempt to predict and act upon change within markets. The entrepreneur bears the
uncertainty of market dynamics” (Gasparski, 2011, p.38). According to Praag (1999), Knight
associated self-confidence, foresight and ability to cope with uncertainty with successful
entrepreneurship. Henry (2003), highlighted that judgement is key in the decision making
process in Knight’s theory.
Joseph Schumpeter (1883 - 1950) associated entrepreneurs with innovation and the factor of
change. He defined the entrepreneurs as “innovators who implement change within markets
through the carrying out of new combinations” (Gasparski, 2011, p.38). He also referred to
entrepreneurs as leaders, adopting Say’s (1803) perspective.
David McClelland (1961), according to Viramgami (2007), defined entrepreneurs as energetic
and moderate risk takers. McClelland (1917 - 1998) described an entrepreneur as “someone
who exercises control over production that is not Just for his personal consumption”
(McClelland, 1961, p.65).
Drucker (1985) defined entrepreneurship as “the act of innovation involving endowing
existing resources with new wealth-producing capacity” (Gasparski, 2011, p.38), therefore
entrepreneurs are the individuals who take action in order to transfer the existing resources
and achieve profit. Charantimath (2006) highlighted the fact that entrepreneurs search for
change and exploit the opportunities with the use of innovation. Drucker (1985, p.42) noted
that the “entrepreneur always searches for change, responds to it, and exploits it as an
opportunity”. Drucker (1985, p.35) in his theory also referred to the enterprise, stating “to be
entrepreneurial, an enterprise has to have special characteristics over and above being new
(...), entrepreneurs are a minority among new business. They create something new,
something different; they change or transmute values, they see change as the norm”.
Lastly, Israel Kirzner (1930 - ), yet another economist, defined entrepreneurship as the
“competitive behaviour that drives the market processes” (Kirzner, 1973, p.l9), while the
entrepreneur “recognises and acts upon profit opportunities, essentially an arbitrageur”
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(Ciasparski, 2011, p.38).

Arbitrage meaning identifying an opportunity to purehase and sell

an asset in order to benefit from price difference and make a profit. Kirzner (1973) states that
entrepreneurial activity is always competitive while the definition reflects the outcome of the
behavioural process that results in the change in the market place.

Kirzner classified

entrepreneurship into two categories; first, the “alertness” to new opportunities; second, the
innovative actions that have to be taken after the “discovery” of the opportunity.

The

“alertness”, according to Acs (2010) means that entrepreneurship is an aspect of action; it
drives change, as the individual, the entrepreneur is alert to new possibilities and opportunities
to take action. A lack of alertness on the other hand, as highlighted by Acs, would prohibit
any economic change.

The discovery means the identification of the opportunity before

acting on it. Kirzner may perhaps suggest that the opportunity upon which the entrepreneur
has acted, was already “available”; however, creation of the opportunities by the entrepreneur
can also take place. The world “discovery” fits perfectly the opportunities that arise for the
entrepreneur.
However, entrepreneurship should not only be perceived as a driving force of the economy
and an undertaking to achieve profit. Tntrepreneurship refers to something broader, it’s a
mind-set, a lifestyle and a way of thinking - which represents creativity, initiative,
innovativeness and the ability to make decisions under conditions of uncertainty.
Phitrepreneurship is a blend of hard-skills and soft-skills, which come hand in hand with the
entrepreneurial persona.

fhe social perspective describes the broader aspect of

entrepreneurship which is closely linked to the entrepreneur personality.
2.2.2

Entrepreneurship - Soeial Perspeetive

Researchers and theorists continued to describe and define what entrepreneurships is all about
in a much broader context. The definitions below represent an alternative perspective on
entrepreneurship with the focus being the mind-set and the ability to make decisions which in
turn lead to activity which results in economic development.
The Commission of the European Communities (2003, p.6) defines entrepreneurship as “the
mind set and process to create and develop economic activity by blending risk-taking,
creativity and/or innovation with sound management, within a new or an existing
organisation”. J.G. Burch (1986), a theorist concurs with this definition and he has referred to
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this area as the initiation of change process and the development of a new business/
enterprise.
The Global Entrepreneurship Monitor (GEM) organisation, a partnership initiated in 1997
between Eondon Business School and Babson College defined this area as “any attempt at
new business or new venture creation, such as self-employment, a new business organization,
or the expansion of an existing business, by an individual, teams of individuals, or established
businesses’" (Gutterman, 2012, p.4).
It is evident that a common definition of entrepreneurship and the entrepreneur is not
generally available and each theorist offers different definitions.

The wide spectrum of

definitions which cover anything from starting a business to the use of entrepreneurial and
managerial skills within an organisation, may perhaps suggest that the area of
entrepreneurship is “too imprecise a concept to permit tight definition” (Menry, 2003, p.30).
For the purpose of this study however, the entrepreneur will be closely associated with the
establishment of and running a new enterprise, while the “aspiring entrepreneur” will be
associated with an individual wishing to do likewise.
Introduction of two entrepreneurial perspectives illustrated how imprecise the concept of
entrepreneurship actually is. It is important however to appreciate that entrepreneurship is
driven by entrepreneurs while markets advocate entrepreneurial actions and not vice versa.
The business start-up process is a mechanism used to explore opportunities that were
recognised in the market place by the entrepreneurs and this process will be review next.
2.3

THE ENTREPRENEURIAL LIFE CYCLE - BUSINESS CREATION PROCESS

Having defined the area of entrepreneurship, a review of the process undertaken by the
nascent entrepreneur when setting up a new business follows. The literature available focuses
largely on the life cycle of a business rather than on the personal growth of the entrepreneur
including the identity construction.

This section will focus on the process of business

creation.
fhe Enterprise Development Process (EDP) evolved similarly to entrepreneurship, with
theorists recommending a varied number of phases that the entrepreneurs must go through.
Theorists who analysed the entrepreneurial life cycle divide the process into three, four or five
stages respectively Kazanjian (1988) for example proposed only 4 steps and these included:
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conception and development, commercialisation, growth and stability.

Table 2 below

provides an example of a three stage business start-up model (Han, 2005). fhese stages
include, start-up, growth and stability phases which are illustrated in the Figure 1 below.
Table 2: The Entrepreneurial Life Cycle - Business Start-Up Process - Three Stage Model

Entrepreneurial Life Cycle - Business Creation Process (Han,2005)
Growth

Stability

Business Plan

Establishment on the market

Commercialisation

Breaking-even; profit

Establishment of Enterprise

Further growth

Idea

Identification and Evluation of
Opportunity
Start-Up Phase

/'

-Hi 1—1^

■ /

Growth of an Entrepreneur
Mentorship

Source: Current Research (2014)

Figure 1:

Entrepreneurial Process

(A)-Start-up

(B)-High growth

(C)-Sustainability
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Adapted from Han (2005. p.4), “The Entrepreneurial S-Curve: A Coneeptual Model for
Entrepreneurial Eife Cycle’’.
The graph by Han (2005) illustrates the three-stage journey that the entrepreneur undergoes
while creating an enterprise. This voyage however is filled with uncertainty, risk and
challenges that the entrepreneur must overcome in order to progress from point “A” to point
“C’’ on the Figure 1. Mentorship can aid the entrepreneurial journey and ease the transition to
the realm of self-employment. All stages within the enterprise development process are
important, in particular the growth stage, where the entrepreneur must decide on the future of
his/her enterprise and go through an extensive learning process to cope with new business
requirements and challenges.
This study will focus on a three stage business creation model by Han (2005) however a
reference will be made to a business start-up framework by Kilby (1971), as both models
complement each other.
Peter Kilby (1971) developed a framework that consists of five steps and they are as follows:
first - perceiving, identifying and evaluating an opportunity; second - drawing up business
plan; third - marshalling resources; fourth - creating the enterprise; and fifth - consolidation
and management. Figure 2 below provides a visual representation of this process.
Figure 2:

Entrepreneurial Life Cycle - Business Start-Up Process - Five Stage

Model
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Source: Current Research (2014)
The above steps will be used as a theoretical framework that will illustrate the process that an
entrepreneur undertakes in order to progress the idea to a fully operating business. This
process will be looked at from a mentorship perspective and the value that mentoring offers to
the potential entrepreneur.
Phase one of the Enterprise Development Process (EDP) by Han (2005) includes
identification and evaluation of the opportunity (Kilby, 1971).

During this stage, the

entrepreneur must identify the opportunity and decide whether it is worth exploring.
According to Charantimath (2006), the entrepreneur must be “watchful" as the opportunity
can come from various sources.

This phase can take an indefinite period of time. The

entrepreneur must commit him/herself to the idea and take the initiative to bring it further.
Han (2005) labels it the start-up stage, where the entrepreneur commits not only him/herself
to the idea but also his/her financial resources, fhe funds invested in the business are so called
sunk costs, which may, or perhaps may not, be recuperated from the business in the future.
According to Calvin (2002) and Cressy (2006) this stage can take two to four years. It is the
time before the business is fully established and breaks-even. Curley (2011) highlighted that
only two thirds of businesses survive for the 0-2 years’ time frame, while less than half of
them reach year 4 of the cycle.
The growth phase in the lifecycle is characterised by changes in the business, industry and in
the entrepreneur him/herself At this stage in the process, learning is rapid, while productivity
- commercialisation of the idea and profitability that follows, are at the highest levels. The
entrepreneur, as outlined by Kuratko (2007), is faced with new challenges and s/he must
develop a new set of skills that is required to move the business on.

Han (2005, p.5)

associated the intense growth of the venture with “either market pull or competence push”.
Market pull refers to the increase in demand for the product or economic growth, while the
competence push means acquisition of financial/human capital or accumulation of experience
and knowledge. Skills needed to grow the business are fundamentally different from start-up
requirements as outlined by Curley (2011). The entrepreneur should also undergo a selfassessment (Curley, 2011), in order to identify his/her strengths, weaknesses and areas that
need improvement or limitations that the business may face. Kuratko (2007, p.439) stated “in
effect, the business is the entrepreneur and the entrepreneur is the business”, therefore an
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external outlook is necessary, as the entrepreneur him/herself can be too busy focusing on and
assessing their own performance and as a result narrowing their focus (Curley, 2011).
d'he stability phase of the process, as highlighted by Kuratko (2007) can either “break” or
“make” the entrepreneur, as the business will swing into higher level and greater profitability
or move towards decline and inevitable failure. This process is characterised by slow growth
which is highly dependent on the entrepreneurial activity and whether or not the business
owner continues the “anticipating, acting, and reviewing techniques that are essential for
managers and leaders at this stage” (Han, 2005, p.4). According to Stevenson (1999), the
entrepreneur needs the managerial skills that are required to manage the incremental and
radical change that occurs in the business at this phase; otherwise the venture could plateau
and ultimately decline. The reason behind the decline can be unawareness of the external
environment, competitors, change in the market, lack of innovation but, ultimately, the
entrepreneur him/herself.

S/he can become unfocused, arrogant, bored and emotionally

detached from the business as his/her entrepreneurial needs are not met.
It should not be assumed that the entrepreneur must undergo the above journey alone. Table 2
illustrating the “Business Life Cycle” proposes mentorship, as a support mechanism w'hich
can be availed of during all three phases of the business start-up process.

F'or example

introduction of mentorship in F^hase fwo of the life cycle would provide an entrepreneur with
access to external support, expert knowledge and experience in a business setting or specific
sector expertise, if required. Additionally, the mentor acts as a sounding board and provides
guidance especially at the start-up stage of the venture creation process.
At the stability stage the mentor can enable the entrepreneur to recognise the opportunity to
advance the business, provide the mentee with a number of networks that can be utilised and
explored or facilitate contacts. This initiative can be a determinant of whether the venture
will grow or decline. Curley (2011) emphasised that at this phase of the life cycle, the
entrepreneur seeks the mentor’s input by simply “talking” about their business.
The process of mentorship will be explored in detail in Chapter Three of this study. The
entrepreneurial life cycle presented in Table 2 (page 18) illustrates that the process of setting
up a business is complex and filled with uncertainty. The pace at which the entrepreneur will
progress through the stages will vary depending on the individual entrepreneur, his or her
qualities and the business space that he or she is in.
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However, the leading question here is, ean anyone establish a sueeessful enterprise simply by
following the above stages of the EDP or does one require a natural predisposition towards
entrepreneurship? The seetion below will shed a bit of light on this dilemma.
2.4

ENTREPRENEURIAL QUALITIES

The intriguing area that eaptured the attention of seholars regarding the phenomenon of
entrepreneurship is the elassieal question: whether entrepreneurs are born or made? (Lazenby
and Maehaba, 2011). Although many people have tried to answer this question, the field
remains divided. Some seholars believe that entrepreneurs possess genetie talents and skills,
while others suggest that entrepreneurship can be taught and successfully learned.
In order to get better insight into the area of entrepreneurship, both theories will be analysed.
Several authors who have outlined the above entrepreneurial dichotomy in their publications
have not established their individual conclusion on same, fhe research conducted suggests
that entrepreneurs in fact ean be developed, trained and taught to start-up a venture (Lazenby
et al., 2011). Personal characterises and traits, which will be outlined later on in the chapter,
are the deciding factors on the future of the business.
Shane (2010) supports the “born” side of the debate emphasising the role that genes play in
the area of entrepreneurship. He also stated that family background has an impact on one’s
willingness or perhaps ability to become self-employed.

Shane (2010) highlighted that

parents can directly or indirectly influence their children with regard to entrepreneurship. He
also stated that “all measures of entrepreneurship examined by researchers showed a solid
genetie influenee, even after other potential explanations were accounted for” for example
age, gender, income, education and so on (p.l49). Paris (1991) and Cohen (1980) (cited in
Lazenby et al., 2011) are other authors that hold the view that entrepreneurs are born. They
suggest that entrepreneurs are born with some pre-defmed predispositions that cannot be
acquired through the process of learning.

They stress that entrepreneurial qualities and

personality traits cannot be modified, improved or adopted with ease.
Elkington and Hartigan (2008) cited Bo Peabody, a successful serial entrepreneur who sold
his venture for over $60 million at the age of twenty-one, who believes that entrepreneurs are
born not made. Peabody stated “Entrepreneurs are born, not made. One does not decide to be
an entrepreneur. One is an entrepreneur. Those who decide to be an entrepreneur are making
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the first in a long line of bad business deeisions'\ (Elkington and Hartigan, 2008, p.22;
Farrell, 2005; Burton, 2005). Peabody's undertakings as a teenager clearly demonstrated his
drive, determination and ability to explore opportunities. Peabody never decided to be an
entrepreneur, it just happened. He started mowing loans at the age of ten, snow-blowing drive
ways at the age of thirteen and seal-coating these driveways at sixteen (Elkington and
Hartigan, 2008, p.22). Peabody's personal characteristics/traits and the ability to predict the
future and plan ahead enabled him to become a successful entrepreneur.
Wickham (1998) highlighted the inevitable fixed supply of entrepreneurs if they are said to be
born, not made. As a result of inheritance of personal characteristics, the number of potential
entrepreneurs will be limited or fixed, depending on the number of people who possess these
characteristics in the first place. Therefore, the view that entrepreneurs are made rather than
born is likely to be more accurate.
According to theorists, entrepreneurship is a discipline; therefore it can be learned
(Charantimath, 2006; Kuratko, 2009; Eazenby et ah, 2011). It has models, processes, case
studies and so forth, therefore the topic can be studied, practised and the traits can be
'‘acquired by training and developmenf' (Charantimath, 2006, p.72). Gillespie-Brown (2008)
emphasised that once the right technical skills and the mind-set are developed through
education and experience, one must work on the drive, ambition and courage. However, these
things will come naturally, if one follows one’s dream and passion and incorporates it in the
business. According to Drnovsek, Cardone and Murnieks (2008) passion is necessary to drive
the business forward and has an impact on the efforts and behaviours exercised by the
entrepreneurs, d'his in turn impacts on their identity construction as an entrepreneur.
Sunter (1999) also supports the “made” side of the debate stating “Many members of
audiences I address on entrepreneurship ask me whether one is born an entrepreneur or
whether one can be trained to be an entrepreneur. The answer most definitely is the latter.
Entrepreneurs are not rocket scientists. Anyone can open a small business, should they put
their minds to if’ (Eazenby et ah, 2011, p.73). Similarly, Drucker (1985) points out that
business behaviour can be learned, it is a planned and an intentional act. He emphasised that
entrepreneurship is not based on personality or family upbringing therefore every individual
can be seen as a potential entrepreneur who can be trained and educated. Knight (1987, p.23)
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summarised that “even business sehools can produce entrepreneurs!"' concluding that the
majority of entrepreneurial traits can in fact be developed and learnt over time.
Although scholars continue to debate the above question, some common personal traits across
entrepreneurs have been identified and are presented in Table 3 below.

Table 3: Common Entrepreneurial Traits
Common Entrepreneurial Traits
Achievement motivation
Internal locus of control
Calculated risk taking
Tolerance of ambiguity
Commitment
Perseverance
Determination
Independence
Optimism
ream building

Self-confidence
Tolerance for failure
Persistent problem solving
Opportunity orientation
Integrity and reliability
High energy level/work ethic
Resourcefulness
Creativity and innovativeness
Vision

Adapted from Morris et al., (2008)
Moore (2005, p.41) outlined a list of characteristics that should be possessed by the
entrepreneur in order to be successful.

These included “self-confidence, optimism,

determination, passion, self-reliance, a strong work ethic, assertiveness, an ability to motivate
others, integrity, respect for others, humility and lastly imagination"’. 7'hese characteristics
were complemented by professional attributes of an entrepreneur that comprised of “a
willingness to take risk, a sense of urgency, communication skills, vision and aptitude”.
Charantimath (2006) also suggests problem solving, creativity, decision making and
leadership as traits necessary in entrepreneurship.
Delmar (1996) outlined additional characterises that an entrepreneur requires for example, the
need for achievement, locus of control and the desire for autonomy.

McClelland (1961)

associates the need for achievement with the suitability to create ventures, it inspires an
entrepreneur to take initiative and remain motivated until the outcome is achieved. This
characteristic is closely linked with other traits outlined by Moore (2005) as high achievers
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take additional responsibilities, undertake risk and plan ahead whieh correspond with Morris
et al., (2008) in Fable 3 above. Fhe locus of control relates to one’s expectation of success
(Delmar, 1996).

The locus can be internal (dependant on the entrepreneur) or external

(dependant on the environment and other uncontrollable factors).

According to Delmar

(1996, p.l5) “empirical results have found a low to moderate positive correlation between
internal control and entrepreneurs” suggesting that entrepreneurs believe that their behaviour
and actions intluence the end result. Lastly, entrepreneurs enjoy freedom and independence,
therefore they fear control and over-surveillance. This is one of the reasons why one may
desire to set up a venture and manage the business independently.
According to Confederation College (2013) some entrepreneurial characteristics can be
learned more easily than others and it is unlikely that an individual will naturally possess all
the requisite entrepreneurial traits. It is advised that the prospective entrepreneur identify
skills and areas that they possess, and those that need improvement. Some of the traits that
are harder to learn include creativity, innovation, high intelligence, vision, ability to inspire,
and high energy levels. It is best that these be naturally possessed by the individual.
However, individuals who possess the above skills may not be attracted to the idea of selfemployment and entrepreneurship. These skills and abilities therefore should be used within
an organisational structure and should aid career progression and self-development. The risk
aspect of entrepreneurship can be the repellent factor when it comes to considering setting up
a business.
According to O’Leary (2009) a theoretical profile of an entrepreneur is associated with the
following traits and personal characteristics and these are: “self-confident, self-starter,
persuasive, visionary, tenacious, independent, alert to opportunities, need for achievement,
internal locus of control, creative, decisive, energetic, moderate risk-taker, innovative,
ambitious, tolerant of ambiguity and networker” (Allen, 2006; Barringer and Ireland, 2006;
Boyd and Vozikis, 1994; Garland et al., 1984; Chen et al., 1998; Hisrich and Peters, 2002
cited in O’Leary, 2009, p.ll).

These characteristics are measured in Predictive Index

personality testing which is used in leading organisations for recruitment purposes and will be
incorporated in this study.
The typical profile of an entrepreneur was assembled based on a research conducted with the
finalists of the Ernst and Young Entrepreneur of the Year competition between 1998 and
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2009. 70% of entrepreneurs on this program have had a profile that is either similar or a close
variation of it, as highlighted by O'L.eary (2009).
2.4.1

Typical Entrepreneur

According to Predictive Index findings a typical entrepreneur is an individual who is naturally
proactive, assertive, goal focused and has good communication skills.

S/he is creative,

innovative and willing to challenge assumptions and put forth their creative ideas. They are
resourceful, impatient for results and capable of working under pressure, which produces
better results than doing routine work. The natural entrepreneur is also task focused, an
independent thinker and comfortable with working on their own. S/he has an “assertive drive
to accomplish their personal goals by working around or through roadblocks” (O’Leary, 2009,
p.l4). The literature also suggests that entrepreneurs are more team focused and outgoing
while according to Predictive Index they are more self-confident, introspective and taskfocused as highlighted by O’Leary (2009).
fhe above illustrates that entrepreneurship is a complex, multi-layered concept (Minniti,
2007), that incorporates a wide-range of human actions and capabilities. Behaviour is key to
entrepreneurial activity as human decisions are shaped by cognitive process and emotional
circumstances (Minniti, 2007) that impact on one’s learning process and the attribution of
importance to situations which will be introduced in Chapter Three. This cognitive process
leads to decisions that result in human actions and impact on the identity construction of the
nascent entrepreneur.
2.5

ENTREPRENEURIAL TYPES

Having outlined the various meanings of entrepreneurship, one should bear in mind the
complexity of this area and adopt one definition of what entrepreneurship stands for to avoid
confusion. Similarly, there are several different types of entrepreneurs, however instead of
analysing them solely from the point of view of characteristics that they possess and share,
this will address their behaviour and the environment in which they operate.
Table 4 below highlights the seven entrepreneurial definitions and entrepreneurial types
which will be discussed further in this section. The focus of this section will lie on the
nascent entrepreneur, as the research aims to investigate the role of a mentor in his/her
identity construction as such an entrepreneur.
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Table 4: Entrepreneurial types by definition.
Entrepreneurial Type

Definition
"the nascent entrepreneurs are individuals who are

Nascent Entrepreneur

actively trying to start a new firm, but who have
not done so as yet" GEM (2005, p.l4)
"social entrepreneurs are people with new ideas to
address major problems who are relentless in the

Social Entrepreneur

pursuit of their visions, people who simply will
not take ‘‘no” for an answer, who will not give up
until they have spread their ideas as far as they
possibly can" Bornstein (2004, p.l)
“individuals who in the past have sold or closed
down businesses which they at least partly ran and

Serial Entrepreneur

owned and who currently run another, possibly
new business which they at least partly own"
llmakunnas (2006, p.l)

Intrapreneur

"turn ideas into realities inside the organisation"
Mender (2003, p.l3)
“the women or a group of women who initiate,

Female Entrepreneur

organise and operate a business enterprise”
Pardeshi et al. (2007, 2.2)
"an individual who invests his own time or other

Political Entrepreneur

resources to coordinate and combine other factors
of production to supply collective goods" Frohlich
and Oppenheimer (1978, p.68)

Academic Entrepreneur

"a university scientist, most often a professor,
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sometimes a l^hD student or a post-doc researcher,
who sets up a business company in order to
commercialize

the

results

of her

research"

Franzoni (2009, p.l64)
Source: Current Research (2014)
I'he above definitions highlight that the word entrepreneur does not cover all entrepreneurial
activities and each individual undertaking entrepreneurship can be classified as pursuing a
diverse course of action.

The difference between the definitions lie on the focus of the

entrepreneurial activity and perhaps the overall goal of setting up a business.
The focus of this study is on the figure of the nascent entrepreneur which will be explained
next.
2.6

THE NASCENT ENTREPRENEURS

In the literature, the nascent entrepreneurship is allied with self-employment and the
individuals who are willing to bear higher risk than their salaried colleagues (Caliendo, 2006).
According to (jliM (2005, p.l4) the "‘nascent entrepreneurs are individuals who are actively
trying to start a new firm, but who have not done so as yef’ and they fall in the 18 to 64 age
category. Likewise, Reynolds and White (1997) define nascent entrepreneur as a person/s
who is/are in the process of establishing a venture.
According to Reynolds et al. (2002, p.38), an individual, to be classified as a nascent
entrepreneur, must meet three pre-defmed conditions and these are: firstly, “he or she has
done something - taken some action - to create a new business in the past year; secondly, he
or she expects to share ownership of the new firm, and, thirdly, if the firm has not yet paid
salaries or wages for more than three months”. Once these conditions are fulfilled, the venture
is classified as a new business and s/he is to be considered a nascent entrepreneur (Reynolds,
2004). In simple terms, a nascent entrepreneur is a person in the early stages of starting a new
venture/business (Dhillon, 2009).
Wagner (2004) compares nascent entrepreneur undertakings to a biological creation that has
four stages. This model was adopted from Reynolds and White (1997, p.6) and comprises the
conception, gestation, infancy and the adolescence stages and include three transitions. This
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journey is illustrated in Figure 3 below. This is also supported with a stage by stage
discussion on the process.
The conception stage occurs when an individual or a team of people start to commit time and
resources to establishing a new business. This is the first transition within the process. The
resources are said to influence the recognition of the opportunity and growth of the business
and they include human, social and financial capital (Clausen, 2006).
The gestation stage, as highlighted by Wagner (2004) completes the second transition and
happens when the venture starts to be an operating business or when the nascent entrepreneurs
abandon their efforts and their business and stillbirth occurs. This can happen due to limited
resources, time or simply that the outcome was not feasible.
The third and last transition happens between the infancy and the adolescence stages. During
this phase, the nascent entrepreneur managed to transform the new venture into an established
new business.
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Figure 3: Stages of Naseent Entrepreneurship and Learning
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Source: Adapted from Reynolds (1994), cited in Aldrich (1999).
fhe nascent entrepreneurs are said to explore the opportunities and undertake innovative
activities to establish a venture, however the level of education required should not he
underestimated.

Wagner (2004), likewise GEM (2011, p 43) stated that “nascent

entrepreneurs and new firm owners tend to have higher levels of education”. The majority of
nascent entrepreneurs in Ireland are found to be in full time or part time employment, while
the minority is found to be unemployed, retired or other (GEM, 2011). fhe employment status
of the nascent entrepreneurs as well as their educational background is presented in Figures 4
and 5 respectively.
Figure 4: Employment Status of Naseent Entrepreneurs by Gender
Employment Status of Nascent Entrepreneurs by Gender
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Figure 5: Educational level of Nascent Entrepreneurs by Gender
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Due to the complexity and the variety of activities which are undertaken during the gestation
stage of the new venture creation process the nascent entrepreneur can avail of additional
sources of knowledge and experience rather than just their own. Mentorship, as outlined by
Duening et al. (2010), can help the nascent and young entrepreneur (defined as person who is
an owner of a business that already exists and is in operation) navigate towards the most
suitable options, provide perspective and act as a sounding board for ideas when needed. Due
to the important part that mentorship plays in the life cycle of the business and the Journey of
a nascent entrepreneur. Chapter fhree will provide necessary insights into this support
mechanism.
To conclude, nascent entrepreneurs are individuals who fall between the age of 18 and 64.
fheir journey is captured by the three stage model of Nascent Entrepreneurship and the
learning that they undergo (Reynolds et al. 1994, which was referred to earlier in this section).
The literature also illustrates that Nascent Entrepreneurs are highly educated with the majority
of them holding a graduate or a post-secondary level qualification (Figure 4 and 5
respectively). Furthermore, the majority of individuals willing to start their own business find
themselves to be in part-time or a full-time employment, illustrating the willingness of these
individuals to bear higher risks than their salaried colleagues.
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Pursuing entrepreneurship however is not as straight forward. As with every role that one
undertakes it has its demands and behavioural norms.

The next seetion will illustrate

entrepreneurship from the personality point of view and the alteration of the identity of the
individual entrepreneur and its construction.
2.7

ROLE IDENTITY THEORY - AN ENTREPRENEUR

As identity formation occurs through social interactions, it is often perceived in personal and
role terms as highlighted by Hoang and Gimeno (2005). Role identity structures the identity
of an individual in terms of the role they adopt and the expected behaviour associated with
this role.

According to Stryker (1980) role identity is associated with meaning which is

attached to self in terms of a specific role that one performs; it is a self-view in a particular
role. Hoang et al. (2005), found that roles provide broad guidelines which determine action,
while individualisation by the individual gives fuller meaning to that role.

Burke (2006)

supported that view, stating that each role has a set of normative behaviours that shape one's
identity and these behaviours act as a widely agreed standard for membership in that group.
Role identity, therefore, captures the “close linkage between the socially defined elements that
underlie a role and an individual’s own idiosyncratic interpretations of that role” (McCall and
Simmons, 1966, in Hoang and Gimeno, 2005 p.8). According to Wise (2010) role identity
can be compared to a role-play.
What does it mean in terms of the role of an entrepreneur? According to Farmer (2008) each
individual who considers becoming an entrepreneur conducts a self-role comparison to assess
to what extent they are similar to their prototypical perceptions of an entrepreneur. The role
identities therefore are social and are products of social interactions and of the social
environment in which one exists. Once role-identity is considered, the stronger the match
between the actual and the desired identity, the more likely the individual will engage in the
nascent entrepreneur activities.
Ultimately, the identity match results in a behavioural commitment that supports the identity
of the nascent entrepreneur and the achieving of the role-related goals, for example
opportunity discovery, opportunity exploitation and, eventually, business growth (Farmer,
2008).
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Knowing the skills and support required throughout the entrepreneurship process and gaining
an understanding of the role identity of an entrepreneur, it may be used to support the identity
construction of the nascent entrepreneur in a real-world environment.
The section below will examine the identity as a theoretical model and the process of identity
construction which will be then applied to the figure of a nascent entrepreneur.
2.8

IDENTITY THEORY OVERVIEW

In today’s society one is constantly pressured with examining and re-examining of one's
identity (Howarth, 2002). As a consequence of this on-going process and the environment in
which one operates (Howarth, 2002), personal values, morals and norms of individuals are
challenged during interactions with others. According to Schoptlin (2001, p.l) “collective
and individual identities exist and impact on one another reciprocally”, meaning that
professional and personal networks can impact on one’s self.
d'he literature often refers to identity, but fails to capture what this term entails.

Fearon

(1999) identified that this could reflect the older meanings of the word. Due to the range of
meanings and the context in which the word can be used, it proves to be difficult to propose
one adequate definition of “identity”.
'fhroLighoLit the literature theorists refer to two types of identity, (that is) “social” and
“personal”. Identity theory is closely linked and overlaps with social identity theory (Tajfel
and Turner, 1986) which focuses on the role of group identity developments in the intergroup
relations. Wise (2010) writes that the personal identity of an individual changes over time
due to the influence that is exerted upon him or her by the group. As a resuft one’s identity is
altered to meet the affirmations of the group. Identity theory as stated by Hogg et al., (1995),
aims at explaining the individual’s role-related behaviours, while social identity theory sets
out to explain group processes and interaction between group members.
An identity is defined by Stryker and Burke (2000) as a cognitive schema associated with
features or attributes of a category membership, resulting from “internalisation of a role into a
person’s self-concepf’ (Murnieks et al., 2007, p.23).

As a result, “identity is a set of

meanings that represent the self in a social role, defining who one is in status” (Cast, 2004,
p.57).

The social role represents behavioural expectations that are socially accepted and

attached to positions held by individuals whereas identity represents incorporation of these
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expectations into one's own self-concept (Burke. 1991).

The “identities are reflexively

applied cognitions that answer the question “who am 1?'"’ (Murnieks, 2007, p.2) which
represents high levels of complexity (Schwartz, 2011).
The question when converted to “Who are you?" marks a considerable amount of complexity,
as the word “you" could be singular or plural, it could refer to self-definition of an individual
but also to a pair of individuals or small direct groups. The question can also be posed
reflexively, as stated by Murnieks (2007).

It means that it can be asked of one-self

introspectively - “Who am I?" or to a group of members in a group discussion - “Who are
we?” According to Fuller et al. (2008, p.l2) reflexivity leads to the emergence of new
business models, careers and products in entrepreneurial setting - and refers to a “continuous
rellection on the identity of the firm and the self-identity of its owner(s) through the
discourses within the business and with stakeholders". Regardless to whom the question is
addressed, the theory looks at one’s perception of oneself - “who do you think you are?” but
also at one’s perception of you - “who do you act as being?" while interacting with other
individuals or social groups.
2.8.1

Erik Erikson

Identity theory cannot be addressed without a reference to Erik H. Erikson (1902-1994) who
is said to be the “Father of Developmental Psychology” (Harmening, 2010, p.33). Firikson
looked at the psychological connections between childhood and adulthood that establish a real
sense of personal identity. He was concerned with the relationship between the society, the
culture and child development, which he termed “psychosocial developmenf’.

The core

concept of his theory was the acquisition of ego-identity over eight consecutive stages, and
the exploration of identity as it becomes the main issue of adolescence.
Erikson described identity crisis as unawareness of one-self and divided the identity theory
into eight stages. An indepth analysis of each stage goes beyond the scope of this research, a
reference to the stage title, rather than what each stage entails, will be made. The eight stages
of development are as follows:
1. Trust vs. Mistrust: Hope
2. Autonomy vs. Shame and Doubt: Will
3. Initiative vs. Guilt: Purpose
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4. Industry vs. Inferiority: Competence
5. Ego identity vs. Identity Confusion (or "Diffusion"): Fidelity
6. Intimacy vs. Isolation: Love
7. Generativity vs. Stagnation: Care
8. Ego Integrity vs. Despair :Wisdom
Erikson believed that humans have to resolve different personality crisis as they move from
one stage of the lifecycle to the next. All stages of identity grow from previous ones and
interact with the social milieu as outlined by Schwartz et al. (2011). The resolution of crisis
between stages is possible, supporting the view of Rapaport (1958, p.I04) that “neither does
the individual adapt to society nor does society mold (sic) him into its pattern: rather, society
and individual form unity within which a mutual regulation takes place”.

However; if a

person is unable to resolve one of the crises, they will confront and will struggle with it later
in their life.

Erikson emphasised the contribution that parents and society play in the

development of personal identity and deemphasised the role of instincts, contributing
significantly to the field of psychoanalysis.
The journey of a young human being, as highlighted above consists of eight consecutive
stages. Erickson perceives this journey as follows:
The journey of an individual begins at the “trust and mistrust” phase. This stage originates at
birth level (Elkind, 1970) where the infant is entirely dependent on the carers.
The second stage is autonomy versus shame and doubt. At this level child learns self-control
and independence (Gordon, 2010). Consequently, this stage gives one a feeling of security
and confidence. If this stage is not completed successfully, one is left with self-doubt and a
sense of inadequacy.
Stage three consequently creates leaders or followers.

During playschool years the child

learns to take initiative and direct the play or be directed by others (Gordon, 2010). At this
stage, the individual develops goal setting that is often purpose-driven. This allows the person
to think ahead, plan and achieve the end goal. Initiative forms bases for curiosity, ambition
and experimentation.
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Stage four: productiveness versus dependency provides a strong basis for the development of
a hard-working and ethical individual. At this phase one learns the basic skills needed in
society in order to survive and provide for oneself. Also at this stage one will learn to respect
rules, discover the ideas of cooperation, fair play and team effort. An important component of
becoming industrious is the "positive identification with those who know things and know
howto do things" (Erikson, 1968 p.l25).
Stage five then addresses identity versus identity (role) confusion. At this point the individual
is concerned with how s/he is perceived by others and in accordance with Erikson (1950) s/he
must develop a strong sense of his or her personal identity in order to avoid role or identity
confusion. At this stage Erikson (1950) makes clear connections with role models and their
importance in the development of the young individual.
Intimacy and Isolation, stage six of the model covers the areas of personal relationships and
the failure to build committed and secure associations with others. At this level conformity to
peer groups loses its prominence; intimacy is a personal matter and involves the establishment
of emotional closeness to other people as a basis for lasting relationships. Erikson (1959. p.
95) claims that "only after a reasonable sense of identity has been established that real
intimacy with the other sex (or for that matter, with any other person ...) is possible."
Stage seven of identity development theory by Erikson (1968) analyses generativity versus
stagnation. Generativity is concerned with vocational and professional contribution towards
society,

fhis includes parenthood. “It is the ability to be productive and creative in many

areas of life, particularly those showing a concern for the welfare of ensuing generations”
(Engler 2003, p.l66). Erikson (1982. p.67) perceives this as "widening commitment to take
care of the persons, the produets, and the ideas one has learned to care for." Dissatisfaction at
this stage results in stagnation.
Ego Integrity entails the ability to reflect on one’s life with satisfaction, even if all one’s
dreams are not fulfilled (Engler 2003, p.l67).

At phase eight of the cycle, the mature

individual should reflect on his/her development and life cycle with gratification rather than
disgust or bitter disappointment (Gordon, 2010). The ego integrity should present the fruit of
the build-up that occurred over the seven stages of life cycle whieh is wisdom. Ending of the
life and productive years should also be acknowledged. Despair, in contrast, refers to regret
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over missed and unfulfdled opportunities at a time when it is too late to begin again (Engler
2003, p.l68).
Engler (2003) also highlighted the fact that older adults can continue to contribute to the
welfare of younger generations through financial assistance, mentoring, and in some cases,
active parenting, hence its relevance to mentoring relationship.
Erikson’s theory is particularly important in mentorship and a mentor - mentee relationship
where mentorship can impact on one's development (Lunsford, 2007).

Personal and

collective identities, as highlighted by Bartel et al. (2007), can affect important
organisational/entrepreneurial outcomes. Vaillant (1977) wrote that implementation of
mentorship within the individual life cycle can have a positive or negative impact on the self
development of the mentee. Vaillant found that mentorship within the longitudinal Harvard
Grant Study, that saw 95 men being interviewed, was unsuccessful if carried out too early or
too late during their development.

Levinson (1979) also conducted studies relating to

mentorship during personal development and found mentoring to be a rare occurrence, but
found that '‘a mentor can be of great practical help to a young man as he seeks to find his way
and gain new skills” (Levinson, 1979, p.334).
Mentorship can aid identity creation; however this depends upon success in dealing with
identity crises in earlier stages of one’s life. However, according to Marcia (1980, p. 159),
identity formation “does not happen neatly” and it refers to “an inner organization of needs,
abilities, and self-perceptions as well as to a socio-political stance”.
2.9

THE PROCESS OE IDENTITY CONSTRUCTION

The formation of the identity is said to develop throughout adolescence; however the exact
time frame is not specified, therefore it is variable in nature.
Marcia (1980) suggests that identity refers to the self-structure of an individual and includes
beliefs, attitudes, and personal drivers. Once this structure is developed successfully, the
individual is more aware of his or her individual strengths and weaknesses, but also his or her
uniqueness and similarity to others surrounding them.

If the structure fails to develop

correctly, the individual will rely on external opinions and will become confused and unaware
of his/her characteristics.

It is crucial to highlight that identity formation is an on-going
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process and is dynamic in nature as aspects of identity are continuously added and discarded
(Rice and Dolgin, 2002). Individuals change and develop/evolve over time.
The literature often refers to adolescence as a deciding stage in identity formation. Marcia
(1980), however, states that identity formation does not start or end at this phase of the
development. '‘It begins with the self-object differentiation at infancy and reaches its final
phase with the self-mankind integration at old age” (Marcia, 1980, p.l60). The reason why
this phase is so key to future development is the fact that the individual balances their
childhood identification where physical development, cognitive skills, and social expectations
coordinate in order to create a healthy adulthood. The achievement of this balance may be
reached through accomplishment of subsequent identity crises.
As previously stated, the identity structure is flexible, and is exposed to modifications caused
by social interactions and relationships.

Although identity transforms, these changes are

gradual and happen in a step by step manner. Identity formation occurs through decisions
which are taken throughout one’s life. According to Marcia (1980, p.l61) “each of these
decisions has identity-forming implications”. Core structure, more or less fixed in nature is
created each time a decision is made, taking into account the basis on which one decides to
make such decisions.

One should also take into consideration that some decisions are

inlluenced by external stakeholders while others are built on parent-based values that
circumvent the decision-making process.
Identity construction therefore is highly dependent on the individual but also on the
environment in which one operates. The identity progresses and changes simultaneously with
the individual and is influenced by the decision-making process.
2.10

THE IDENTITY OF A NASCENT ENTREPRENEUR

Having analysed the identity formation process, it is evident that the identity of an individual
is a structure of meaning which is created over time and over the successive roles that the
individual fulfils (Hoang and Gimeno, 2005). Without self-identity the individual would not
be able to provide meaning for his or her experiences, provide guidance for his or her actions
and lastly orient in different contexts and environments. According to Ibarra (1999, cited in
Hoang and Gimeno, 2005) identity is dynamic in nature and develops through socialisation
with others.
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Earlier in the ehapter the reader was introdueed to entrepreneurial charaeteristics. Although a
mixture of these characteristics are common across the entrepreneurial groups, the traits “may
be too wide in predictive scope'’ (Hoang et ah. 2005, p.6) to distinguish the entrepreneurs
from individuals who are not of an entrepreneurial nature. Individual traits are also static
therefore little change is evident while progressing through the entrepreneurial or mentoring
life cycle and venture creation stages. As the result of this, the literature identified identity as
a critical theme in understanding entrepreneurial activities (Ollila et ah, 2012). Baumester
(2011, p.49, cited in Ollila et ah, 2012) defined identity as “one’s place in a social system,
including one’s roles and attachments”. Here, identity will be closely linked to the figure of
the nascent entrepreneur, who is the focus of this study.
Identity is considered to address the self-awareness of an individual and leads him/her to
conducting self-assessment of his/her abilities, interest and beliefs which are needed to enter
the path of self-employment; i.e. entrepreneurship. The analysis of the literature available in
the area of “organisational identity, ethics and racial identity [...] and seminal writings” have
enabled Hoang and Gimeno (2005, p.9) to propose four dimensions which describe how an
individual perceive him/herself as an entrepreneur and his/her attachment to this role. Hoang
et ah, (2005) found that there is no explicit dimension attached to the identity of the nascent
entrepreneur.
fhe first mechanism in addressing entrepreneurial identity consists of four dimensions, fhe
first dimension of entrepreneurial identity relates to identity attributes that is the personal
characteristics that are commonly used to distinguish entrepreneurs from non-entrepreneurs.
According to Hoang et al. (2005) entrepreneurial traits can differ between individuals
however the social processes will lead to the establishment of shared perception of what the
entrepreneur is like. This can be considered to be a stereotypical perception of this role and
assumptions of who the entrepreneurs are (Burke and Tulley 1977, cited in Hoang et al. 2005,
p.lO). Although this cannot be used as a definite measure of entrepreneurs, it can be used as
an indicator when combined with other information available.
Another dimension of entrepreneurial identity refers to identity content, which focuses on the
roles and activities associated with fulfilling the role of an entrepreneur. As highlighted by
Delmar, Shane, and George (2004), the perceived activities of an entrepreneur can differ
depending on the experience level and the stage of the lifecycle. For example, the nascent
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entrepreneur will have a different idea of what is required of him/her than an already
established and successful entrepreneur.

Similarly, the perception of the levels of risk,

uncertainty and growth associated with the running of a business will be different between
entrepreneurs.

In order to comprehend the spectrum of activities associated with

entrepreneurship, one can examine definitions already available, for example those relating to
opportunity identification and exploration (Shane and Venkataraman, 2000), new venture
creation (Gartner, 1985), bearing risk and so on. There is a wide spectrum of roles associated
with entrepreneurship however the individual will adopt the one that fits his/her self-identity.
The identity content helps to explain the disparity across individuals and the range of
activities they engage in during the nascent stage of their business journey.
I'he third dimension is role regard. Role regard focuses on the assessments that individual
have about the entrepreneurial role. This is the third part of the entrepreneurial identity and it
ranges from positive to negative valuations (Hoang et al. 2005). Two types of identity/role
regard are available, that is private and public, due to differences in personal judgements
versus judgements of the broader society (Sellers et al. 1998). The judgement of the broader
society refers to how the public in general perceive entrepreneurs, while private assessment
refers to what evaluations the individual him-/herself holds towards entrepreneurs as a group,
fhis could also be linked to the Theory of Planned Behaviour (which will be discussed in the
next chapter), as role regard, similarly to behaviour is influenced by personal experiences,
social interactions, relationships and lastly political and economic awareness where the figure
of an entrepreneur is often debated or outlined.
Tastly, the fourth dimension, identity centrality highlights the importance of entrepreneurial
identity within the self-concept of an individual (Hoang et al. 2005). This means that selfidentity should correspond with the entrepreneurial identity. The literature proposes a number
of mechanisms that can be applied for the development of identity centrality.

The first

mechanism sees identity centrality as identification of similarities between self-concept and
role-(entrepreneurial) identity, and achieving the feeling of belonging to a certain
group/category of people. Some individuals at the nascent stage of business creation attach
greater importance to the entrepreneurial role than others, even if their idea is at a very early
stage of development. Identity centrality can be responsible for that. The second mechanism
connects identity centrality to the social relationships of the individual that happen around the
role in question (the entrepreneurial role). The social relationships are outlined with respect
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to their number and perceived importance (Stryker and Serpe, 1982; cited in Hoang, 2005).
The centrality is determined by the position of the entrepreneurial identity with respect to
other identities that together create the self-identity of an individual, fhe identities that are
invoked in the social setting have a greater chance of becoming important to the individual
hence improving the chance of adopting a certain role.
entrepreneurs and mentors is important.

Being in the company of other

Role identity will be strong if the individual is in a

position to maintain important social ties.
Through social interactions and experimentation within the entrepreneurial role, especially at
the nascent stage, the individuals refine and update their identity as entrepreneurs.

This

enhancement happens in terms of the attributes and activities that they perceive are in
common with the entrepreneurial role (Hoang et al. 2005).
2.11

CONCLUSION

d he literature review explored and defined the area of entrepreneurship and reviewed the
entrepreneurial life cycle from the business start-up perspective.

It also outlined the

entrepreneurial types and characteristics of an entrepreneur.
It described the process of identity construction with application of such a process to the
figure of a nascent entrepreneur. The literature also referred to role identity theory where
identity was formed from a perspective of a role that an individual undertakes.
1 he researcher acknowledged that there is a lacuna of research and theoretical knowledge
about the business start-up process which would acknowledge the journey that an
entrepreneur goes through personally.

It is also highlighted that entrepreneurship is a

complex and multi-layered concept which is difficult to define. This literature and that in the
following chapter has informed the research questions.
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CHAPTER 3
“MENTORSHIP AND SOCIAL LEARNING IN THE IDENTITY CONSTRUCTION
OE THE NASCENT ENTREPRENEUR”
INTRODUCTION
rhe main objective of this chapter is to review the existing literature in the areas of
mentorship, relationships, social learning and social identity construction. It will introduce
the evolution of mentorship.

It will present the literature on the theory of planned behaviour

and social learning, illustrating their application to the mentoring relationship in a new
business venture. The emphasis of this chapter will lie on the development of the mentoring
relationship, the process of learning and the acquisition of social identity through mentorship.
Creation of a fully functional relationship between the mentor and the mentec is key to the
overall success of the association. This section will also examine the mentoring life cycle and
various mentoring types, models and techniques. Reference will be made to the aspect of
trust and leadership in a mentoring relationship.
finally, the chapter will conclude with the process of matching the mentor and the mentee, the
continuum of quality theory.
3.1

THE EVOLUTION OE MENTORSHIP

Mentoring is derived from a Greek word “wem” which means a mind, fhe mentor however,
refers to the “thinker”, as highlighted by Joy (2007). According to Mcllhagga (2006),
mentoring dates back to ancient Greek methodology and Homer’s heroic poem “fhe
Odyssey”, d'he word mentor was used as the name of the wise, an old man who acted as an
adviser to the young Telemachus in Homer's Odyssey, when Odysseus departs to fight in the
Trojan War. Mentoring, even in ancient Greece, has embodied both female and male traits.
“Mentor was a man, but Athena, the female goddess of wisdom, assumed his form in order to
guide, teach, and protect the young Telemachus. This archetype offers provocative insights
into the meaning of mentoring as a relationship that transcends time, gender, and culture”, as
highlighted by Ragins and Kram (2007, p.4). The authors emphasised that the word mentor
comes from mythology and this particular type of a relationship has been an integral part of
social life for decades.
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In simple terms mentoring means, “showing the ropes” according to Development and
Learning in Organizations (Chen, 2010. p.27). This term is “derived from seafaring, where
an experienced sailor provided guidance to a new crew until they developed a sound
understanding of how to work the complex system of raising and lowering sails in response to
wind and weather conditions”(Chen, 2010, p.27).

Mentoring is a tool used not only in

attaining staff training, but it is also a key element in safeguarding the success of the entire
enterprise.
Mentoring is also considered a developmental relationship that is embedded within a career
context, in contrast with any other type of personal relationship, as illustrated by Kram
(1084).

According to Clutterback (1998) the aim of this affiliation is development and

growth. In an entrepreneurial setting for example, it would refer to growth of the business and
development of an entrepreneur.

According to Sullivan (2000) the mentoring support, if

combined with information on the entrepreneurial needs, may represent an efficient and
effective supporting device, that enhances the development and performance of an
entrepreneur.
As previously stated, there are several mentoring definitions available to researchers; for
example, Magginson et al. (2006, p.4) define it as an “off-line help from one person to
another in making significant transitions in knowledge, work, or thinking”. Morton-Cooper
and Pamler (2000, p.l89) on the other hand put forward the following definition “someone
who provides an enabling relationship that facilitates another’s personal growth and
development. The relationship is dynamic, reciprocal and can be emotionally intense. Within
such a relationship the mentor assists with career development and guides the mentee through
the organisational, social and political networks”. In the Oxford English Dictionary (2012)
mentor is defined as “a person who acts as guide and adviser to another person, especially the
one who is younger and less experienced. Later, more generally: a person who offers support
and guidance to another; an experienced and trusted counsellor or friend; a patron, a sponsor.”
The practice of mentoring evolved over time and “the word became synonymous with
wisdom, guardianship, teaching and personal and social developmenf’ as outlined by
Mcllhagga (2006, p.46). Several characteristics and words associated with mentorship show
clearly the complexity and intensity of this relationship.
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Mentoring is a much more profound and deep relationship between the mentor and mentee
than exists between eoaeh and coachee as emphasized by Levinson (1978). Levinson (1978.
p.lOO) compared mentorship to a “love relationship'’ and highlighted that it is very difficult
one to terminate. Due to the closeness between participants, the mentorship brings about
fundamental and long lasting behavioural change that could perhaps indicate that the overall
benefit acquired is greater than the one received from coaching. Mentoring involves much
broader learning while coaching, as outlined by Connor and Pokora (2007), focuses on one
attribute of a client. Client in this instance refers to a mentee who works on improving the
effectiveness of pre-identified aspects of their life or career. Before discussing the process of
mentorships and associated techniques, this study will discuss the literature on the theory of
planned behaviour, social learning and social relationship construction.
3.2

THE THEORY OF PLANNED BEHAVIOUR

d'his study will incorporate the theory of planned behaviour model, which provides a
theoretical basis for explaining the drivers of the intention to be mentored. This decision
making model also enables identification of expectations towards mentorship and
measurement of satisfaction based on the outcomes of the mentoring relationship.

This

theoretical model relates to mentorship as well as to the identity construction theory which
was discussed earlier in this study. A combination of these factors impacts on the decision of
the nascent entrepreneur to engage in a mentoring relationship. The benefits of mentoring are
well documented throughout the literature (Leek and Orser, 2010) and this concept will be
explained further in this chapter.
fhe identity of an individual, as previously stated, is shaped by decisions and behaviours
exercised by humans in our social network (Dickson, 2010) hence it is closely linked to the
above theory, fhese behaviours are then observed and either acquired or discarded subject to
our values and beliefs. The Theory of Planned Behaviour will explain how this process.
For the purpose of this study, the researcher will refer to the Theory of Planned Behaviour
( fPB) by Icek Ajzen (1991) which received considerable attention in the literature since its
proposal in 1985. This theory draws from the Theory of Reasoned Action (TRA), which was
put forward by Martin Fishbein and leek Ajzen in 1975 (Armitage and Conner, 2001; Chen,
2007). fhe fPB links both the beliefs and behaviours of an individual and the impact they
have on the performed behaviour. This means that the occurrence of a particular behaviour
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can be predicated based on the intention to perform such a behaviour (Francis et ah, 2004).
According to Chen (2007), the action which influences the behaviour can be controlled by
one's consciousness however this function is limited as unmotivated factors such as resources
(for example information, time and money) and opportunities (Ajzen, 1991) cannot be
ignored. A combination of these factors represents the authentic control that an individual has
over his or her behaviour.
fhe general assumptions behind this theory hold that the “individual’s behaviour is best
predicted by one's intentions; intentions are, in turn, predieted by attitudes about the
behaviour, the subjective norms (a person's perception of important others’ beliefs that he or
she should or should not perform the behaviour) encasing the execution of the behaviour, and
the individual’s perception of their control over the behaviour” (Cameron, Ginsburg,
Westhoff and Mendez, 2012, p. 2). The key aspect of the above theory is the individual’s
intention to perform particular behaviour (Ajzen, 1991).
In order to understand the role that this theory plays in mentorship, it is important to take a
step back and analyse all the components of the I'PB.
f'irst, what is a human behaviour? Behaviour can be defined as “the way in which one acts or
conducts oneself, especially towards others” (Oxford Dictionary, 2013).

Behaviour can be

perceived as a capacity of experiences during the life of an individual, ranging from mental,
physical and emotional to social. Behaviours unfold across the lifecycle and become the
result of two way relationships and interactions with others (flutchison, 2011).
fhis is then predicted by one’s intentions. The intention in the literature is outlined as the
motivational factors which influence the level of effort exercised and the willingness to try to
perform certain behaviour. According to Chen et al., (2011), behavioural intention consists of
three factors which are the attitude towards the behaviour in question, subjective norms
(Ajzen and Fishbein, 1977) and lastly the perceived behavioural control which is an extension
of the TRA (Ajzen, 1991).
Figure 6 below illustrates the Theory of Planned Behaviour, which will guide further
discussion about the theory.
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Fij'ure 6: Theon of Planned Behaviour

Source: AJzen (1991, p. 182).

The altitude towards the behaviour represents the feelings that the individual expresses
towards the behaviour. They eould be either positive or negative in nature,

fhis attitude

funetions as a behavioural belief associated with the expected outcomes of the behaviour and
the evaluation of such outcomes (Chen, 2007). According to Ajzen (1991), the more positive
the attitude towards the outcome and the actions, the more likely it is that one will perform
such behaviour. The intentions of the individual will be stronger as a result.
fhe subjective norms on the other hand represent the social pressures that the individual is
under in order to perform or not to perform a particular behaviour (Chen, 2007). This clearly
illustrates that the opinions, values and beliefs of the group members are important to the
individual when deciding whether to perform a certain action or not. The group exerts an
inlluence on the individual, causing his/her motivation to comply with the overall opinion of
the group rather than pursue a particular behaviour alone. Once the group endorses the action,
the intentions of an individual to perform that behaviour increase. The opposite occurs once
our social network disapproves of the action, hence the likelihood of conducting the
behaviour is low (Ajzen, 1991).
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The perceived behavioural control (PBC) consists of “control beliefs'* and “belief power"
(Chen, 2007, p.l5). The control belief stands for an individual confirming that s/he can
control the behaviour while the latter relates to the information available to the individual and
the opportunities and barriers identified prior to the performance of the behaviour. The belief
power highlights ones perception of achieving the required performance.

The perceived

behavioural control therefore stands for the individual perception of the likelihood of
performing certain behaviour in terms of how easy or difficult it is to achieve it, linking
closely to Bandura’s (1982) concept of self-efficiency.

The behaviours are placed on a

continuum (Conner and Armitage, 1998) with easy attainable performances on one side (like
for example brushing your hair) to more complex performances reliant on several variables
behaviours (for example becoming a world class athlete) on the other. The PBC increases
once intentions to perform a behaviour (as one perceived to have control over it) are constant,
therefore the engagement in a performance becomes attractable.
The theory includes both social and personal factors as potential predictors of our behaviour.
Ajzen and Fishbein (1980) argue that personality traits also impact on the behaviour in
question. Although this impact is not as significant, some of the factors linked closely to the
behaviour in question can be innueneed by one’s personality. The strength of the above
associations and the salient beliefs of an individual during the evaluation of the behaviour
inlluence the overall outcome, that means whether the action or behaviour will be performed
or not. The cost that is incurred during the performance of the action is also taken into
consideration when creating the cognitive structure used to analyse the performance of the
behaviour (Ajzen, 1991). This means that if performing a behaviour will be costly in terms of
resources like time, for example, the individual will not perform the behaviour. The benefit
from performing the behaviour must outweigh the cost of performing it.
According to Kautonen et al. (2013), the meta-analysis of 185 independent studies where fPB
was applied to a variety of behaviours found that 39% of variation in intention and 27%
variation in behaviour occurred as a result of TPB. Ajzen (1991) stressed that TPB is an open
framework and further determinants can be included to determine the behaviour for example,
self-identity, age-identity (Kautonen et al., 2013) or role-identity. Ajzen (1991, p.l99) stated
“the theory of planned behaviour is, in principle, open to the inclusion of additional predictors
if it can be shown that they capture a significant proportion of the variance in intention or
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behaviour after the theory's eurrent variables have been taken into aeeount". fhis means that
the 1 PB ean aeeount for a mueli greater iinpaet than previously antieipated.
fhe theory of planned behaviour ean be applied in this study and to the area of mentoring.
This theory can be applied to measure the intention of the mentee to engage in the mentoring
process and mentoring relationship.

Previous applications of this theory related to one’s

intentions to “leave a firm (van Breukelen, van der Vlist and Steensma, 2004), intention to
start a business (Krueger and Carsrud, 1993), and decision to grow an enterprise (Orser and
Hogarth-Scott, 2003)” (cited in Leek and Orser, 2008, p.8). This theoretical model however
could be used to measure one’s intentions to engage in a mentoring relationship in a formal
mentoring programme. Figure 7 below represents the application of the theory to mentorship.
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Figure 7: Theory of Planned Behaviour in Mentorship

Source: Leek and Orser (2008, p.9)
For the purpose of this research, the word mentee will be replaced with the word mentee or
the nascent entrepreneur. This will achieve eohesion within the literature review and will
focus the reader on the main figure of this study, the nascent entrepreneur, the mentee in a
mentoring relationship. The above diagram illustrates the consideration that the mentee must
make before fully engaging in the mentoring relationship. The column on the left represents
the three areas of the planned behaviour theory outlining possible eoneerns in eaeh.
I he attitude of the mentee towards mentorship depends on the importanee, or perhaps the laek
of importance associated with results/benefits that ean be aehieved after fulfilling eertain
behaviour. In the context of mentorship, the attitudes represent the mentee’s response to the
pereeived outcomes of the mentorship and the evaluation of the outeomes (Leek and Orser,
2008).

This means that if the mentee (i.e. the naseent entrepreneur) sees no benefit in
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mentorship and the benefits are not significant to him/her, the attitude will be negative;
therefore the intentions to engage with the mentor and the relationship will be low.
The subjective norms as highlighted by Leek and Orser (2008) refer to the opinions and views
of others who play a significant role in the mentee’s life. The final decision is weighted by
the importance of the mentoring benefit to the decision maker. The significant others could
influence the mentee towards or against the engagement in mentoring relationships based on
their individual mentoring experiences or opinions.
Lastly, the perceived control represents the ease or the difficulty that the mentee associates
with the mentoring engagement. This can be thought of as the possibility of fulfilling the
behaviour required to perform or participate in mentorship (Ajzen and Fishbein, 1980). Here,
the mentee will assess the resources which are needed to succeed at the endeavour. The
likelihood of attaining these resources will also be taken into consideration. The resource
could include a suitable mentor, with regard to personality, knowledge and experience. Such
a mentor may not be available at first; therefore the perceived control over being mentored is
lowered (Leek and Orser 2008).
fhe mentor will analyse whether the mentoring goals set by the mentee are achievable,
whether the input into mentoring relationship is not too great and whether s/he can benefit
from the association. Once the mentee confronts all of the above issues and the overall
attitude towards the mentoring relationship is positive, then the intention to engage in the
relationship will be high. The mentor is said to go through a similar process in order to
commit to the mentoring relationship, as it is a reciprocal relationship.
When the attitude towards mentoring, the subjective norms supporting the mentoring
relationship and mentoring resources are strong, the theory of planned behaviour predicts that
the intention of the mentee to be mentored will also be strong. Therefore it is right to say that
the intention of an individual towards particular behaviour is a strong predictor of behaviour
in any domain of life. Understanding what factors influence the intent in turn will help to
predict the actual behaviour (Ajzen et al. 1980, 1991; Fishbein and Ajzen, 1975).

The

intention of the mentor and the mentee to engage in a mentoring relationship as well as their
identities could influence the overall outcome of the association.
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The identity of an individual plays an important role in defining the intentions to engage in
behaviour. It is not only the self-identity of an individual but also the social self-concept
which is closely linked to social identity theory, where an individual decides to engage in
behaviour to subsequently identify themselves with particular groups and “define themselves
in terms of the characteristics of typical members of these groups” (Hagger and
Chatzisarantis, 2006, p.733). Behaviours endorsed by the group members therefore tend to be
adopted to strengthen the individual position and membership within the group.
Self-identity is defined as “the salient part of an actor’s self which relates to a particular
behaviour” (Conner and Armitage, 1998, p. 1444). This represents the degree to which an
individual is willing to fulfil or see himself or herself performing a particular role within a
society.

Several authors, as listed by Conner and Armitage (1998) (Biddle, Bank, and

Slavings, 1987; Charng et ah, 1988; Eagiy and Chaiken, 1993; Sparks and Guthrie, 1998)
addressed the impact that self-concept had on the Theory of Reasoned Action and later the
fheory of Planned Behaviour.

According to Charng et ah, (1988) (cited in Conner and

Armitage, 1998, p.l444), fRA/TPB and self-identity are complementary and behaviour is
defined by conscious decisions which are intentional and the only thing that separates them is
focus. Identity theory and the TPB therefore assume that individuals engage in behaviour as a
result of development of intention. The extent to which the self-identity predicts behaviour
increases if it is performed repeatedly, as intentions are based on significant role identities of
an individual. This is caused by the attitudes of the individual, which are easily changed and
vary over time, and also subjective norms which remain steady. Hence, once the behaviour is
repeated over time, the self-identity is the main and the strongest attribute behind behaviour in
comparison to attitudes or foreseen social pressures (Conner and Armitage, 1998) which are
relatively short-lived.
Several studies investigated self-identity as a variable in the TPB, with the following
outcomes. Sparks and Shepherd (1992) found that “self-identity independently predicted
intention”, while Theodorakis, Bagiatis, and Goudas (1995) found that the effects of self- and
role-identity may vary depending on the behaviour in which the individual intends to engage
(Conner and Armitage, 1998, p.l445). Role identity as stated by Nigbur, Lyons and Uzzell
(2010) is often associated with habit, which in turn supports Charng et al.’s (1988) statement
that the self-identity and the extent to which it predicts the intention to engage in certain
66

behaviour increases as the behaviour in question is repeated, for example participation in
exercise or a recycling activity.
According to Conner and Armitage (1998, p.l446), the “self-identity accounts for 1% of the
variance in intention, [...], suggesting that it may prove to be a useful addition to the TPB”.
Some individuals however, base their intentions on social-identity rather than self-concept,
evaluating their social roles before engaging in behaviour (Hagger and Chatzisarantis, 2006).
Additionally, Hagger and Chatzisarantis (2006, p.733) highlighted the tendency of social
cognitive theories to focus on personal opinions concerning the engagement in behaviours,
disregarding the “socially defined norms and perceptions”. According to ferry et al. (1999,
p.230), “performing the behaviour helps to validate that part of the self-concept that emanates
from role identities and...provides the person with positive and meaningful self-evaluations”
thereby having a direct impact on the intention to perform the behaviour.
Although, self-identity and role-identity are said to influence the TBP, the process by which
self-identity is used to inlluence the intention to engage in behaviour needs further
investigation (Sparks and Guthrie, 1998 cited in Conner and Armitage, 1998). fhe scope of
this study prohibits the researcher to investigate this area in full.

However, the literature

suggests that the intention to participate in a mentoring relationship and the self-identity of the
mentor and the mentee influence the intention to engage in this type of association and its
overall outcome.

Self-identity however is shaped through social interactions hence a

reference will be made to social identity theory, which is particularly important during the
mentoring relationship.
Social identity relates to evaluation of oneself in terms of the group membership. This means
that the nascent entrepreneur evaluates him or herself in terms of the entrepreneurial group
that he or she belongs to. The same evaluation occurs in a mentoring relationship, where the
mentee evaluates him or herself based on his or her mentor. Social identity is referred to the
collective self rather than the individual self and will be discussed next.
3.3

SOCIAL IDENTITY THEORY OVERVIEW

Although self-identity is personal and inner to the individual, social identity can impact on its
creation or development. Ellemers et al. (2002, p.l63) wrote that “there is a substantial body
of research reporting on phenomena that illustrate the powerful impact of people’s social
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identities on their pereeptions, emotions, and behaviour'' showing that soeial identity ean take
preeedenee over self-identity. Soeial identity refers to those traits of an individual that are
defined in terms of his or her soeial group membership.

Most individuals, however, are

members of several different groups, but only some of these groups are meaningful to them
and impaet on their definition of themselves (Deaux, 2001). Self-identity, thus, is shared with
other people who belong to the same soeial group, for example as a rower, a woman or an
entrepreneur. It means that several common features are believed to be shared by members of
one group however; interaction with all members of the social group, as highlighted by Deaux
(2001), is not necessary. This would appear to suggest that an individual setting up a business
for the first time may be described as a nascent entrepreneur but do not necessarily need to
interact with every other entrepreneur and/or mentor.
According to Burke (2003), one should assume that there is a reciprocal relationship in social
identity between the self and society, as one self-influences the society through one's actions,
as a result creating a variety of groups, organisations, and networks.

Hqually,

society

influences the self-identity of an individual through ‘its shared language and meanings that
enable a person to take the role of the other, engage in soeial interaction, and reflect upon
oneself as an objeef’ (Burke et ak, 2003, p.l28).
To conclude, one's personal identity emerges in, impacts on and is shaped by society (Burke,
2003). The nature of the individual and their identity is dependent on the soeial group(s)
within which they interact, while their personal development is reliant on the value that the
individual attaches to his or her self-identity. Social interaction leads to the construction of
identity but also to the acquisition of knowledge. Social learning theory will outline how this
process happens in a mentoring relationship with a nascent entrepreneur.
3.4

SOCIAL LEARNING THEORY

As mentorship operates in the social environment, knowledge and behaviour is acquired
through interactions with others.

It is facilitated through observational learning and role

modelling which can happen in a mentorship relationship.

Personal development during

adolescence is highly dependent on the learning capabilities of an individual which involves a
dual process of meaning making. Learning can be defined as “any process that in a living
organism leads to permanent capacity change which is not solely due to biological maturation
or ageing” (Illeris, 2007, p.3). With regard to the mentor and the nascent entrepreneur, this
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means that individuals engage in mentoring aetivities, mentoring teehniques, eonversations
and other forms of soeial and personal involvement during the mentoring proeess. Secondly,
those who participate in mentoring relationships produce artefacts that reflect their
participation and experiences. In order to achieve learning, both participation and reification
are needed (Wenger, 2010). According to Martins (2010) the word reification represents the
process of creating objects that act as artefacts, either physical or conceptual. Hence the
experience is transformed into “thingness” (Wenger, 1998, p.58). These could include for
example documents, tools, concepts, words or stories.
How does social learning happen? It is a simple concept, where an individual observes,
encodes, imitates and practices particular behaviours (Bandura, 1971). The direct experience
of the individual is governed by the actions of rewarding and punishing. Through a variety of
experiences and situations, individuals are able to judge which behavioural responses create
positive effects, and which create negative effects.
Social learning has emerged from the work of Robert Sears and others who attempted to
combine the psychoanalytic and the response to stimuli learning in order to explain human
behaviour. The first approach has provided the theorists with clinical richness, while the
latter contributed to the rigour of the study (Gruse, 1992).

Albert Bundura, however,

discarded the psychoanalytic response and focused on the cognitive and information
processing capabilities of an individual that facilitate social behaviour.

Bundura (1977)

based his theory on the idea that one learns from interactions with others, through
relationships and networks, fhe process of learning occurs within our social environment; the
behaviour is a response to environmental factors rather than a response from the individual
identity. The aspect of networks will be discussed later in the chapter.
As behaviours are acquired throughout one’s life, Donald Campbell (1995) identified six
ways in which these behaviours/patterns can be learned. These are trial-and-error; perception
of the object; the observation of another’s response to the object; modelling; exhortation and
instruction about the object, which are now described in more detail below.
Individuals acquire behaviour through trial-and-error experience. This method, in particular,
results in a deep and long lasting behavioural disposition as the individual in question
experiences some consequences as a result of their actions/decision (Bandura, 1971).
69

The second method is the perception of the object. Mere, the individual is able to admire and
look at the object but unable to touch or interact with it. This method is seen as less effective
than trial-and-error, as the person in question cannot experience the object first hand. The
observation of another's response to the object involves noting and identifying the responses
of other individuals who have interacted with the object in question (Bandura. 1971). For
example, watehing ehildren passing the toy store and wanting to go in or hearing a sigh when
someone thirsty drinks a eold glass of water. Modelling on the other hand is observing and
repeating someone’s actions or behaviours, for example, squeezing a lemon over salmon or
melting butter to put on popcorn. In the context of mentorship, this eould involve modelling
the appearance of the mentor, his/her way of greeting people or modelling their dress code.
This means that one simply imitates behaviour of others and adopts it as his/her own.
Exhortation is elosely linked to modelling, where a verbal persuasion prompts us to behave in
a certain way (Rosenstock, Strecher and Becker, 1988).

For example, a role model can

physically squeeze a lemon on top of salmon and enjoy the taste of it, but can increase the
chances of the observer repeating his or her aetion by strengthening their experience with
verbal persuasion. Once the message happens to correspond with our values, we incorporate
this message into our behaviour. I.astly, Instruction about the object is a verbal description,
or statement that inlluences our actions, f or example, the number of ealories on a ehocolate
bar can influence whether we purchase/consume this bar or not. Similarly, the geographic
location in which the mentor resides ean influence whether the naseent entrepreneur will
engage in the mentoring relationship with this individual or not.
Bandura (1971) argues that even though the trial-and-error experience is the most effective
way of ehanging one’s behaviour, it tends to be understated in the literature. The soeial
cognitive theory proposed by Bandura (1977) focuses on the power of example. Furthermore,
some theorists argue that learning by doing appears to separate learning from thinking (Illeris
2009).

Illeris (2009, p.77) propose that the use of eoneepts and theories for learning is

necessary as the proeess becomes more informed, as it allows us to “think about, antieipate
and refleet on action and upon ourselves as acting”. According to John Dewey (in Illeris,
2009), experienee is associated with human beings, their lives and living. In other words,
living is a eontinuous proeess of interaetions happening between the individual and his/her
environmental factors.

Bandura (1976, p.392) stated “virtually all learning phenomena

resulting from direct experiences ean oecur on a viearious basis through observation of other
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people's behaviour and its consequences for the observer". This means that the time and the
cost of any mistakes conducted during the trial and error undertakings can be avoided (Kyle
Stromei. 2001).
Rosenstock et ak, (1988) highlighted the basis upon which Bandura’s (1986) social cognitive
theory is founded.
behaviour.

The theory holds that expectations and incentives determine one’s

The expectations are linked to expectancies about environmental clues, the

pattern of events, whether they are interlinked or not; expectancies about the consequences of
one’s decisions and lastly expectancies about one’s ability to perform the behaviour necessary
to influence the final results.

Here, the individual examines his/her self-efficiency

(Rosenstock et ak, 1988).
Incentives are the values of an object or an outcome to the individual in question. It is
important to highlight that these values and the expectations associated with a certain outcome
are only known to and understood by the individual in question. The outcome could include
anything from getting a promotion, economic gain, social gain or simply approval of others.
For example, an entrepreneur may value the alleged effect of becoming more professional in
his/her approach to clients (incentives).

S/he may attempt to ehange if s/he believes that a)

their current style poses threats to securing more clients, who are the essence of the business
success (environmental cues); b) the above behavioural change will reduce or limit these
threats (outcome expectations); and c) that s/he is personally able to adopt the new behaviour
(efficiency expectations) (adopted from Rosenstock et ak, 1988, p. 176).
The above dimensions (incentives) provide the mental energy which is needed for the learning
providers to begin. As stated by Illeris (2009, p.lO), it includes “such elements as feelings,
emotions, motivation and volition’’.

This ultimately develops sensitivity in an individual

which secures the mental and bodily balance of the learner rather than just ones functionality,
which is represented by knowledge, understanding and skill.
Bandura (1977, p.22) also states that “learning would be exceedingly laborious, not to
mention hazardous, if people had to rely solely on the effects of their own actions to inform
them of what to do. Fortunately, most human behaviour is learned observationally through
modelling: from observing others, one forms an idea of how new behaviours are performed,
and on later occasions, this coded information serves as a guide for action’’.
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Kahle-Piasecki (2011) illustrated the benefit of mentorship with the use of soeial learning and
the importanee of matching individuals for relationships to succeed. These benefits can be
divided into four phases which include attention, retention, production and motivation. First,
attention relates to learners paying attention to, becoming focused on, an individual, someone
whom they value or someone who is important to them. In this study, it is assumed that this is
the mentor in the relationship. This is then followed by retention of the behaviour which was
previously observed by the individual. It must be repeated by either mental rehearsal or
practice (Kahle-Piasecki, 2011). Here, the entrepreneur learns actively from the mentor by
going through the mental check-list to retain the behaviour in question. The retention later
advances to replication (Bandura, 1977), where the actual behaviour is produced. The mentee
is empowered to perform the behaviour by trying to replicate the mentor’s knowledge and
expertise. This is only possible if the mentee is motivated to achieve the required level of
behaviour and is encouraged to sustain the motivation to repeat the behaviour in question.
I'he expertise, knowledge and behaviour can be passed on through socialization which is
‘■‘observational and informal” (Griffin, 2012, p.27), meaning that the mentees are enabled to
replicate the mentoring patterns of their mentors through participation in the relationship and
social learning.
The above explanation of social learning theory illustrates that learning can take a variety of
guises and is highly dependent on the expectations and incentives that one associates with it.
Bandura’s (1986) social cognitive theory focuses on observational learning which is very
common in mentorship (Kahle-Piasecki 2011; Griffin, 2012).

Throughout the mentoring

relationship the mentee first observes the mentor, the more experienced and knowledgeable
individual in the association, before making his/her own decisions and becoming more
independent.
Individuals will engage in the learning process once they form a relationship with their
mentor. Without the interaction and engagement, learning will not happen (Meyers et al.
2010) hence the creation of a relationship between the mentor and the mentee is vital.
3.5
THE IMPACT OF SOCIAL LEARNING ON THE IDENTITY CONSTRUCTION OF
AN ENTREPRENEUR

The identity of an individual is developed through dialogue with others as highlighted by
Rigg and O’Dwyer (2012), while relationships facilitate this process of “becoming” an
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entrepreneur (Warren, 2011 eited in Rigg and O’Dwyer, 2012, p.324).

Interaelion and

communieation between partieipants in the relationship, that is the mentor and the mentee
frames the venture creation process and also the identity of the individual (Fletcher, 2000).
The interaction also impacts on the mentoring structure adopted, how individuals relate to
each other and their engagement with the environment.
According to Down (2006, p.l09) learning is a social process and it enables development of
identity through inter-subjective or relational accounts, which provide the individual with
“emotional refuge” that allows an entrepreneur to create a sense of self.

Once self is

discovered and in a process of construction, the entrepreneur shapes his/her identity through
the ways in which they inter-relate to their mentor and engage in the mentoring process. As
stated by Higgins and Elliott (2011, p.347; cited in Rigg and O’Dwyer, 2012, p.324)
becoming a nascent entrepreneur is “a process of establishing identity, a process of enacting
which is located in a situated context”. That means that identity is shaped through a number
of encounters with significant others and the environment in general, which includes their
mentors.
Identities are said to motivate behaviour (Burke, 1991; Mosakowski and Murnieks, 2007)
through which the identity construction happens.

Individuals acquire, imitate or interpret

one’s behaviour, assign meaning to it (Mosakowski and Murnieks, 2007) and respond to the
actions based on this practice.

When it comes to the analysis of the mentor-mentee

relationship, the meaning behind the association and the interaction between partners is vital
to the overall perception of the relationship. Mosakowski and Murnieks, (2007) stressed that
the identity cannot be measured through behaviours alone, meanings must be taken into
consideration. Behaviours of the mentor or the mentee may or may not correspond with the
identity of the receiver, hence the relationship may not continue on these grounds.
Theorists recommend maintenance of several identities as opposed to only one identity. Self
verification and self-esteem of an individual is at risk if one’s identity cannot be expressed
freely and the opportunity to portray the role is prohibited. Individuals who maintain one
identity, for example the entrepreneurial identity, can experience a sudden loss of positive
effect like self-esteem if their business venture fails or their personal hierarchy is disturbed
(Stryker, 2004; Stryker and Burke, 2000; Mosakowski and Murnieks, 2007). In order to
overcome this problem, one should engage with other groups and other identities. These
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identities will restore the self-esteem of an individual and even though the negative effeet
assoeiated with business failure will still oecur. it is not as damaging to the overall self-worth
of an individual. People should be eautious with regard to the number of identities that one
maintains. Possessing of multiple identities/roles can lead to role overload or role conflict
therefore effective regulation of identities can increase the positive effect and enable
indulgence of the identity.
Having analysed the social learning process and the impact it has on the process of identity
construction, it is time to examine relationship theory and the process behind the development
of the relationship. The mentoring association is based on a relationship structure between
two individuals, that is the mentor and the mentee. Relationship theory will be explained
next.
3.6

RELATIONSHIP THEORY

fhe literature suggests that there is a range of relationship theories available to the researchers
which lead to the development of specific relationship types (Fournier, 1998).

These

relationship types and the research on relationships over the years have become more
scientific in nature. According to Kelley ct al. (1983) this area is as old as humankind.
Relationships are part of one’s gestation, as one cannot go through life by oneself in the main
and therefore individuals depend on each other (Kelley et al., 1983).

The study of the

relationships ultimately has replaced casual observation with data collection tools and have
led to development of theory as a result.
As highlighted by Kelley et al. (1983), many disciplines contributed to the development of
relationship theory. The work of “anthropologists, historians, social scientists, [...] biologists,
ethnologists and other life scientists” was essential due to the impact that social environment
exerted on the theory (Kelley et al., 1983, p.7).

Insights into human relationship was

prohibited for a long time due to the social taboo where personal relationships were to remain
personal and were not to be discussed. The insight achieved into relationship theory enabled
the application of the theory in the area of marketing, where the bond between organisation
and the customer is tracked and measured.
The above theory will be applied and referred to the mentor - mentee relationship, where
interaction and exchanges between two parties will be examined.
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Relationships in general exist between two or more individuals, where a series of exchanges
are taking place between persons who are known to each other (Degotardi and Pearson,
2009), in this case the mentor and the nascent entrepreneur. The relationships however are
not fixed but fuid, this means that they lluctuate depending on the influence of the
environment in which one operates and the response to the exchange between parties.
According to Kelley et al. (1983) relationships are at the centre of the human presence and
therefore are shaped by social environment, and their impact on networks of people.
The relationship as outlined by Degotardi et al. (2009) has both objective and subjective
components.

Objective components include those easily observable to others patterns of

interactions, while the latter contains psychological components of the relationship.

The

objective components include typical behaviour and activities exercised by the mentor and the
mentee which develop over a period of time, whereas the psychological comprises of inner
cognitive, motivational, and emotional states as highlighted by Hinde (1992). The mixture of
both components leads to the formation of intimate and committed relationships which creates
the base of the construct of the association.
Relationship development when discussed in the literature is often divided into stages that
represent growth segments, which are easy to identity and follow. These segments are very
similar to the mentor-mentee life cycle, where initiation, cultivation, separation and
redefinition of the relationship (Kram, 1983) takes place, fhc development of the relationship
follows a five stage process, although theorists are divided with regard to the exact number of
phases, mechanisms allowing progression between stages and lastly the nature of processes
that happen cit each stage (Fournier, 1998).
relationship development model

by

For the purpose of this study, the five stage

Tevinger (1983)

including initiation, growth,

maintenance, deterioration and dissolution will be adopted.
Before discussing the individual stages, the reader should appreciate the bond that develops
between two individuals and the reasons behind such a development. As highlighted by
Fournier (1998) interdependence between individuals must be evident for the relationship to
truly exist, while the task of defining, redefining and affecting the relationship should be
shared between partners in the association (Hinde, 1979).

Kelley et al. (1983) considered

why one engages in the relationship in the first place, suggesting that the purpose which adds
meaning and structures meaning in one’s life is the key driver behind personal relationship
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formation.

'fhis engagement additionally struetures and impaets on one's identity

eonstruction as stated by Kelley (1986), who emphasised the ability of the relationship to
ehange one's self-coneept and either inerease or deerease self-worth and self-esteem. This
intiuence is achieved through relationship formation with others and also behaviours “which
are translated into trait language and that these traits form the basis for the evaluative concept
of the person'’ (Fournier, 1989, p. 345). This means that behaviours expressed by the partner
in the association, impact on the development and self-perception of the co-partner in the
relationship. Over time, the patterns of behaviour evolve and become stable, as individuals
get to know each other more, share goals, develop emotional attachment/bonds and develop
expectations as to how one will react and behave in a given situation (Degotardi et al., 2009).
Fssentially, the relationship is a source of meaning. In order to capture what relationships
really mean one must examine what it means to a person who engages with it. According to
Fournier (1989), the meaning of the relationship can come from three sources and that is the
psychological, the sociocultural and the relational contexts, which impact on the perceived
significance of the relationship in question.
first, the psychological context is embedded within identity activity in a “goal-based
personalit) framework" (Fournier, 1989, p.346), which can be one of the three connecting
points, that is to help resolve life themes (where individuals struggle with tension in daily life,
which are embedded in personal history), deliver on life goals or a project of significant
importance (role changing events, age-graded undertakings and stage-transition, for example
mid-life crisis) and lastly to help complete daily tasks, a range of activities which are
interlinked.
With regard to mentorship, the mentor can fulfil one or perhaps all of the three roles within a
relationship. His/her role can also differ from one association to another depending on the
needs of the mentee, although his/her individual needs should also be met. The mentor can
help the mentee, the nascent entrepreneur; to deliver life goals like, for example, establishing
a business, but also can deal with variety of life themes, where one for example struggles to
achieve wcrk-life balance.
Regardless of the reasons behind the association, relationships are said to add meaning to the
lives “those who engage them at each level or depth of the operative goal connection”
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(Fournier, 1989. p.346). Similarly, Kelley et al.. (1983) staled that relationships are important
when it comes to shaping one's life and especially character, and so it is in mentorship.
fhe sociocultural source of identity formation on the other hand represents five characteristics
that impact on attitudes and behaviours of the mentor and the mentee in the relationship.
These traits include culture, age, life cycle, gender and family/social network as highlighted
by Levinger (1995). These unpretentious traits affect “the strength of relationship drives, the
types of relationships desired, the nature and experience of emotional expression in
relationships, styles of interacting within relationships, the ease with which relationships are
initiated and terminated and the degree to which enduring commitments are sought”
(Fournier, 1989, p.346).
Lastly, the relational context means that the development of an individual and his/her identity
construction does not happen independently of external stimuli, as creation of “self’ and
“self-worth” develops through connections with others (Miller, 1976). This means, that the
individual does not exist by him or herself but also, that s/he impacts on and is impacted on by
others.

Downie and Llewellyn (2008, p.l95) stated that the “object/subject of attention

should be understood in relation to others and as being in relation to others”. Relationships
are therefore social phenomena incorporating aspects of networking within them.
Relationships, as highlighted by Parks and Eggert (1991) operate within the environment of
other relationships, so that relationships are part of a relational portfolio of an individual.
Relationships are also said to be dyadic, where individuals function and grow as part of a
network, surrounded by several relationships and engaging with a variety of individuals.
Each relationship then has different levels of engagement, qualities and complexity (Flinde,
1992). Although, the individual is engaged in one relationship, this relationship does not exist
in separation from other associations that this individual is a part of One relationship can
impact directly on another while the sociocultural environment in which one operates also
inf Lienees the associations.

This influence is perhaps achieved through supporting or

constraining individual behaviour within a relationship which impacts on the quality of
specific relationships in the future as a result, for example mentorship and the relationship
network within the entrepreneurial community (Hinde, 1992).
Relationships, according to Deakins and Boussouara (2000) lead to communication. This
communication in turn develops knowledge and eventually trust, which provides a platform
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necessary for the development of knowledge.

Lewicki and Bunker (1996) highlight the

importance of trust, especially in the space of entrepreneurship. The trust is achieved by self
description which needs to be sufficient in the eyes of the receiver. This process enables trust
to develop and therefore co-operation between individuals evolves. The “trust combines four
dimensions” as outlined by Deakins and Boussouara (2000, p.206) and these include
competence, concern, openness and reliability.

The strength of the relationship between

individuals is key to overcoming the difficulties successfully as a team especially under
conditions of uncertainty, risk and ambiguity.
The idea of trust is presented differently in a variety of disciplines. According to Welter and
Smallbone (2006) a single comprehensive definition of trust does not exist and trust itself is
based upon perception. This perception relates to probability, that one “will behave in a way
that is expected” (Welter and Smallbone, 2006, p.465).
Similarly Castaldo (2007) shares the above view, stating that trust as a construct lacks a
shared and clear definition.
Having said that, trust is linked closely to entrepreneurship and mentorship, where trust is
built in a mentoring relationship in the same way as it is created between two or more
individuals. It follows a step by step process, “little bit at a time” (Boags, 2008, p.52) through
collection of information about the other individual in the relationship. According to The
I.Lihmann (2000, cited in Welter et al., 2006) trusts can aid the reduction of complexity which
is present in everyday life and especially new venture creation.

Additionally it supports

decision making and substitutes risk, which could be refiected in a verbal rather than a written
agreement between business people.
entrepreneur.

Hence trust reduces the transactional costs for an

In mentorship in particular, trust is a vital due to confidentiality concerns,

where the entrepreneur speaks openly about his or her business idea, plans and fears to the
mentor.
When it comes to mentorship, Boags (2008, p. 52) recommended the following to build trust
in a mentoring relationship (taken from Mentoring Partnership Workshop, Boags, 2005):
•

“Commitment to the confidentiality of discussions

•

[.earning about the partner’s professional and personal life
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•

Speaking and acting with consistency

•

Understanding faults without exploiting them

•

Learning to value the difference in perspective and seeking to learn from it

•

Avoiding public criticism of your partner

•

Inquiring about unknowns rather than relying on assumptions”

Mentorship however, can be perceived as a mixture of both, personal and institutional trust.
Mentorship is part of a formal Entrepreneurial Development Programme managed by
Enterprise Ireland, hence it is structured and in some way predictable. The mentors and the
mentees are expected to achieve certain goals and deliverables. Personal trust, as found by
Granovetter (1985) complements institutional trust, as formal institutions will not operate
successfully if individuals are not in a position to establish a basic level of trust. Mistrust
however could be caused by previous negative mentoring experiences rather than the
institution itself. As trust is a socially constructed phenomenon (Welter et ah, 2006, p.469),
interpretation and understanding of this concept is highly dependent on the individual/s
involved.
frust appears to be a complex concept; hence the researcher will refer to Castaldo (2007) who
classified trust into five conceptual categories based on tbe analysis of several trust definitions
in order to explain this construct.
In terms of the construct itself, trust is associated with “expectation, belief, willingness and
attitude” (Castaldo, 2007, p.l28).

This links back to the TPB where the decision to be

mentored is detemiined by a number of factors such as belief, expectation and attitude which
result in trust being attainable in a relationship. The subjects are those to whom the trust is
put to, these could be referred to as trustees and include for example individuals, groups,
partners, firms, organisations, mentors and so on. In this study it will be the nascent
entrepreneur and the mentor. These subjects will obtain different types of trust for example
personal, inter-organisational or institutional. From a behavioural point of view, trust puts
particular behavioural requirements on the trustee. According to Castaldo (2007, p.l30) “the
trustor will behave coherently with his/ her decision to trust and the trustee will take actions in
order to achieve the trustor's objectives”. The consequence of trust comprises of results and
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outputs. The trustor puts trust in someone, henee to some extent the behaviour of the trustee
is predietable and it is assumed that it is positive in nature.
favourable outcomes for the trustor.

Trust therefore results in

Otherwise, the mentoring relationship becomes

dysfunctional. Without trust mentees are not in a position to open up to their mentor about
their personal and professional difficulties as well as potential opportunities that they could
pursue, l.astly, risk in terms of decision making and trust, puts the trustor in a vulnerable
position. Risk, uncertainty and ambiguity which are an inseparable part of setting up a
business are “trusts fundamental analytical prerequisites” (Castaldo, 2007 p.l30).

The

nascent entrepreneur may be anxious about talking about his or her idea; hence trust is
necessary to ease the mentee into the association.
The analysis of trust, due to its complexity should be done on a case-by-case basis. Each
mentoring relationship is different and should be treated as a separate entity,

fhe mentor

must assess the level of trust of his or her mentee towards him or her and ensure that they feel
comfortable in their new role as a mentee in the environment,

frust is presented through

behaviour, observed and then either strengthened or lost depending on one’s actions.
According to Welter et al. (2006) entrepreneurs as well as mentors must develop an identity
as a trustworthy person.

Building of such identity however can be hampered as people

perceive and assess actions differently.

Trust can also evolve within the mentoring

relationship itself. “Changes in |...| trust go hand in hand with stages in business
developmcnf’ (Welter et al. 2006, p.467) similar to changes in a relationship as it progresses
through the consecutive stages of formation.
fhe relationships between individuals operate like systems (West and Turner, 2011); they are
filled with tensions, contradictions, self-interest or simply progress into a subsequent stage.
Relational ties are weakened or tightened depending on how the relationship, trust and
communication between parties develops and changes over time.

The examination of

Knapp’s (1973) relationship development model will illustrate the progression of the
relationship through various stages.
3.7

KNAPP’S RELATIONAL DEVELOPMENT MODEL

Building on the social exchange theory (where the social behaviour is perceived to be the
result of an exchange process), Mark Knapp’s (1978) rational development model puts
forward relational stages that are motivated mainly by cost and reward. According to West
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and Turner (2011). Knapp also clarified how the movements in the relationships and
communications characterise the growth and decay of a relationship.
Knapp’s model is divided into two parts: the beginning of a relationship - coming together,
and the disengagement - coming apart. Either part has five stages. This model is applicable
to relationships that do not progress past the initiation phase but also those that progress
further up the stages of relationship formation. Knapp’s model is presented in Figure 8 below
illustrating the beginning of the relationship as well as the disengagement, followed by
individual stages in each.
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Figure 8: Stages of the Knapp’s Relationship Model

Coming Together

Coming Apart

Bonding
Integrating
Intensifying
Experimenting
Initiating

Differentiating
Circumscribing
Stagnating
Avoiding
Terminating

Source: Dukarska (2014)
Pilling (2009), however, highlighted some of the criticism directed at this relational model;
for example the fact that a relationship does not follow the stages neatly - in a linear manner
and also that it fails to account for situations when one partner progresses into a subsequent
stage and the other does not. In mentorship, for example, this situation could occur when the
mentor is ready to terminate the relationship, while the mentee resists.
As highlighted by West and Turner (2011), stage models simplify more complex processes
like creation, evolution and termination of a relationship.

The associations are more

complicated because members are able to move back and forth between the stages when
interacting in the relationship, while each stage may contain behaviour from the previous
stage.
The coming together phase involves the following steps: initiating, experimenting,
intensifying, integrating and bonding. The coming apart stage on the other hand includes
differentiating, circumscribing, stagnating, avoiding and terminating. In order to understand
the creation of the mentoring relationship more clearly, this section will explain each
relational step in detail.
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3.7.1

COMING TOGETHER

3.7.1.1 The Initiating Stage
According to Suresh (2011), the initiation stage can be very short in length; it can take few
seconds or minutes. During this phase, the individuals are concerned with making favourable
impressions on each other.

West and Turner (2011) suggest that individuals indicate an

interest in making a contact when noticing one another. The initiation depends highly on
attraction, and can be short or long term in nature. The first contact can be by way of a
greeting or a simple observation of one’s mannerism or appearance. This would be very
common during the first mentoring meeting where the mentor and the mentee observe one
another for the first time. Short-term attraction relates to judgement that prompts us into the
relationship and the initiation stage, while long-term attraction stands for willingness to move
this relationship further, into subsequent stages. West and Turner (2011) highlight how some
of the characteristics of an individual can attract us in the short term, for example being
outgoing or friendly, but can turn us off in the long term,

fhis friendly and outgoing

individual could be a great mentor at first, but in the long term, it can mean less time spent
with the mentee.
Many relationships do not progress into the experimenting stage and remain in the initiation
zone; for example, the individuals can pass each other regularly on the street and exchange
smiles or greetings, but never stop for a conversation or meet each other in free time. As a
result, one can have a long-term relationship with someone but never progress from the
initiation stage (West and Turner, 2011). Similarly in mentorship, either the mentor or the
mentee can decide to terminate the relationship based on the initiation stage and find an
alternative mentor or mentee.
3.7.1.2 The Experimenting Stage
The second stage of the relational model focuses on gathering information about one another
and deciding, whether to continue or to withdraw from the relationship (Berger, 2010). The
majority of individuals, once they progress through the initiation stage successfully, decide to
cease the relationship at the experimenting level or perhaps never leave this stage. This phase
entails small talk and interactions that are “relaxed, pleasant, uncritical and casual” as
highlighted by West and Turner (2011, p.353). Many relationships are solely based at
experimenting level, where friends know each other through small talk, rather than at a deep
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and more profound level. Mentorship however should achieve both professional and personal
development hence it should progress through the experimenting stage reasonably quickly,
frust between individuals should also start to prosper at this stage.
The mentee at the initial meeting with the mentor is said to '‘test the waters”(West and Turner,
2011). Through engagement in small discussions, the individuals are in a position to reduce
their uncertainties, learn something about one another, identify topics or interests that they
may share and decide whether to progress the relationship further and whether to maintain a
sense of community.

Failure to recognise shared interests or values will result in the

termination of the association.
More developed relationships can move back through the stages and individuals can interact
at the experimenting level. This could involve small talk between individuals that are very
close in order to get better understanding of the partner or simply to pass the time (West and
furner, 2011).
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3.7.1.3 The Intensifying Stage
The intensifying stage moves the relationship onto a more intimate and advaneed level, where
individuals begin to disclose more private information about themselves, develop personal
symbols and become more committed to the relationship as a result (Berger, 2010). West and
Turner (2011) noted that relational partners begin to address themselves as “we” and “us”
while referring to activities performed together or shared interests.

Deep understanding

between individuals leads to the creation of a distinct language based on past experiences and
knowledge of one's habits, desires and beliefs as listed by West and Turner (2011, p.353).
The relationship according to Suresh (2011) becomes more informal in nature. Individuals are
able to read nonverbal behaviour cues more successfully as they get to know the other person
better.
The mentor - mentee relationship progresses to the intensifying stage, when the mentee
begins to disclose personal and private information about him or herself.

The mentor

performs the role of a counsellor, where life experience and advice is shared between the
individuals.

Migh levels of trust must be present between mentor and mentee for this

exchange to take place.
3.7.1.4 The Integrating
fhe fourth stage of the relational model results in the creation of shared identity between
individuals (West and furner, 2011). Shared identity can take the form of similar verbal and
nonverbal behaviour, sharing of property or merging of social circles. Individuals begin to do
things together and are perceived by others as a pair (Suresh, 2011). Rules and roles within a
relationship are agreed on and are concrete. With regard to couples, physical contact can
occur at this stage of the relationship.
The integrating phase between the mentor and the mentee can take the form of attending
social events together, meeting outside of designated hours or borrowing personal property.
The line between business and friendship can become thin. Extreme caution should be taken
in cross gender mentor - mentee relationships (Ehrich, 2008) where misunderstanding or
misinterpretation of behaviour/signals can occur.
Clawson and Kram (1984) highlighted some of the difficulties associated with cross gender
informal mentoring. First, personal and professional lives of participants can be jeopardised if
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the relationship beeomes sexual. Seeondly, suspicion within an organisation can develop,
which may become problematic for the mentor and the mentee. fhirdly, stereotypical roles
and behaviours can occur (Ehrich, 2008), for example, “father daughter' relationship, where
development and growth of the mentee can be hindered due to overdependence. Professional
distance should be maintained throughout the mentoring relationship.

As highlighted by

Kram (1984) cross gender mentoring relationships have raised additional adversities that can
be avoided in female-female or male-male mentoring relationships.
3.7.1.5 The Bonding Stage
fhe last stage of the coming together cycle involves formalisation or a formal announcement
that the relationship exists (Suresh, 2011). Not many relationships reach this stage. The
formalisation of the relationship can take the form of a marriage, best friend ritual or business
deal or partnership agreement (Berger, 2010).
within the relationship can occur.

A redefinition of rules and responsibilities

Decisions during the bonding stage are usually made

jointly and voluntarily.
fhe mentoring relationship can, but does not have to, go through the bonding stage in order to
reach the termination stage or closure phase of the relationship (I^eterson, 2011).

Some

mentoring programmes end once agreed upon goals have been reached. Bonding, however,
does happen and often leads to the transition of the relationship into friendship or a peer-like
relationship (Bouquillon, 2005) where each individual is equal in the relational hierarchy.
3.7.2

COMING APART

3.7.2.1 The Differentiating Stage
According to West and Turner (2011), this stage of the relational model causes partners to
notice the ways in which they differ. This phase is said to be the reverse of the bonding stage
(Piling, 2009); individuals try to emphasise their uniqueness over their shared relational
identity (Floyd, 2006). As a result, disconnection between individuals occurs. This phase in
itself does not lead to disengagement between partners (Margie, 1997); however if individuals
remain at this phase for a long period the relational identity becomes lost and break up could
follow.
With time, the mentee in the mentoring relationship can aim at distinguishing him or herself
from the mentor. The knowledge and experience acquired by the mentee from the mentor can
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lead to development of their own perceptions, values and opinions,

fhe relationship as

highlighted by Kram (1983) becomes irresponsive to the changing needs of the participants
and individuality is maximised. Hargie (1997) highlighted that differentiation may lead to re
establishment of the mentoring relationship on a different footing. It can progress onto the
redefinition stage in the mentoring life cycle and transmute into a more peer-like relationship.
3.7.2.2 The Circumscribing Stage
fhe circumscribing stage leads to a growth in restrictive communication as highlighted by
Hargie (1997). At this phase, communication between individuals weakens and sensitive
topics that cause unresolved tensions and contlicts are avoided.

Guererro et al. (2011)

emphasised how individuals distance themselves from one another through the avoidance of
conversation or small talk instead of learning more about each other. Communications are
kept in the public rather than in the private domain,

fhe feeling of having nothing to talk

about progresses gradually, leading to the feeling that the relationship is declining (Guererro,
et al.2011).
fhe number of meetings between the mentor and mentee can decrease significantly during
this phase due to the growth in restrictive communication; the location of the meetings can
also be altered. I'he meetings may be kept public and strictly professional. Time limits may
also apply.
3.7.2.3 The Stagnating Stage
The relationship during the stagnating stage is put on hold (Hargie, 1997). Communication
between the two parties is nearly non-existent, the responses to possible questions are
predicted by both individuals, thus communication feels unproductive and awkward
(Guererro, 2011; Hargie, 1997; Honeycutt, 2011). Important issues in the relationship are not
discussed. As stated by Guerrero (2011) some relationships are able to recover from this
phase; the majority of them however give up hope and progress to the next phase, which is the
avoiding stage.
Mentorship at this level can also be put on hold; emotional separation occurs (Kram, 1983)
and inability to communicate leads to unpleasant and uncooperative association. Progression
to the avoiding stage follows.
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3.7.2.4 The Avoiding Stage
At this stage, partners try to separate themselves physically (West, 2011). That means a
transfer to a different, separate, physical environment so that the encounter with the other
person is limited.

If physical separation, as stated by Guererro (2011), is not possible,

partners will ignore each other. For example, if a married couple with children cannot afford
to move into separate residences, they move into different rooms. If they accidently run into
each other they turn around without speaking (West and Turner, 2011). The goal in the
avoiding stage “is to achieve as much physical and psychological distance as possible”
(Guerrerro, 2011, p.371) until a permanent solution can be reached.
Avoiding each other and making up excuses can be present in mentoring relationships. The
mentor or the mentee gives reasons why they cannot see each other, for example “Til be busy
all week” or “Sorry, I have too much work to go out tonighf’ (West and Turner, 2011). Both
the mentor and the mentee can vary their habits in order not to run into each other as they
used to (West and Turner, 2011). For example, if there was a restaurant or a place where they
used to meet, both individuals will avoid or no longer stop in these places.
3.7.2.5 The Terminating Stage
The last stage in the coming apart process results in parting permanently and ending the
relationship. This decision can be made separately or jointly as listed by West and Turner
(2011). Guererro (201 T) makes a distinction between physical and psychological separation
with the partner and this process may not be as easy as expected. Individuals as a result of
termination of the relationship begin to develop their own self-interests and social networks in
order to separate themselves from the previous relationship.
Some relationships reach the termination stage quickly and skip the prior stages of the
relational model. For example, an individual can meet someone at a party, go through the
initiation and experimentation stage and immediately progress to the termination stage,
deciding that they do not want to meet again.
In mentoring, the relationship can go through all ten stages, however it is not always
necessary. The association between the mentor and the mentee can progress into a peer-like
relationship, therefore the circumscribing, stagnating, avoiding and the termination stages do
not follow. A long-term relationship as proposed by Koehan and Trimble (2000) can lead to
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friendship between mentor and mentee.

However, if the relationship ends within the

termination phase, both individuals need to move on and find “alternative interests,
diversions, behaviours, or partners that allow them to focus externally on other stimuli’'
(Honeycutt, 2011, p.l81).

In mentorship especially, the mentee should not be overly

dependent on the mentor (Kram, 1985) and after the mentoring goals have been
accomplished, healthy terminations should happen (Ragins and Scandura, 1997).
In conclusion, the relational development model by Knapp (1978) illustrates the relational
stages and the journey that individuals go through in order to establish progress and finally
terminate the relationship. The step-by-step model allows individuals to better understand
what makes the relationships work or fail. Additionally, it demonstrates the complexity of
associations and the importance of communication which lead to longevity in a relationship.
The mentoring relationship is not much different to any social relationship and it will be
illustrated below.
3.8

THE MENTORSHIP LIFE CYCLE

Mentorship is a process therefore it follows a lifecycle. An introduction of this development
alerts the mentor and the mentee that the mentoring relationship will end or restructure once
one’s initially agreed goals are achieved.

The lifecycle also enables an identification of

resources needed at each consecutive stage to aid progression into the next one. fhe
mentoring lifecycle can guide the progression of the personal and professional advancement
of the mentee based on the undertakings of the mentor.
fhe following will introduce the lifecycle to the reader and introduce each phase individually.
Figure 9 demonstrates the mentoring lifecycle. The continuous line symbolises the
progression of the relationship while the broken line illustrates discontinuation of mentorship.
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Figure 9: Mentoring Life Cycle Stages
MENTORING LIFE CYCLE MODEL

Source: Current Research
The mentoring relationship follows a life eyele, as individuals' progress from the introduction
phase. Mentorship is not intended to last forever. Once the entrepreneur reaches optimal
growth and development under the direction of the mentor, the relationship will discontinue.
Table 5: The Evolution of the Mentoring Lifecycle
The Evolution of the Mentoring Lifecycle
No Of
No Of
No Of Kram
Hay (1995)
Stages
Stages (1983)
Stages
1
2
3
4

Initiation
Cultivation
Separation
Redefinition

1
2
3
4
5
6
7

Alliance
Assessment
Analysis
Alternatives
Action
Planning
Application
Appraisal

1
2
3
4

Zachary
(2000)

No Of
Stages

Clutterbuck and
Lane (2004)

Preparing
Negotiating
Enabling
Closing

1
2
3
4

Guilding Rapport
Selecting Direction
Progression
Winding Up

5

Moving On

Source: Current Research
As illustrated in Table 5 the researchers are divided when it comes to the number of phases
that a mentoring relationship goes through.

According to Hay (1995), the life cycle of

mentoring can be divided into seven stages that emphasise the quality of the relationship and
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are person-centred. Stages include: alliance (aims of mentoring are agreed on), assessment
(assessment of mentee's career and current circumstances), analysis (analysis of the
assessment), alternatives (options available to the mentee are examined), action planning
(mentee plans ahead in terms of obstacles, goals and time scale), application (plans put into
action with help and support of the mentor), and appraisal (feedback, change process)
(Brockbank, 2012). In contrast, Kram (1983, p.614) believes that only four stages comprise
the evolution of mentorship and these include initiation, cultivation, separation and, lastly,
redefinition. Similarly, Barker (2006) adopted the four-stage model. Hay (1995) labels stages
differently, and her model is often referred to as transformational or the “7A” model
(Brockbank, 2006, p.95).
Clutterbuck and Lane (2004), on the other hand, propose five stages of mentorship and these
include building rapport, setting direction, progression, winding up and, lastly, moving on.
Zachary (2000) also developed a four-stage model, corresponding with Kram’s (1983);
however, he named his stages as follows; preparing, negotiating, enabling and closing.
“Despite the difference in terminology and the allocation of various functions to different
phases, the conceptualisation of the phases across scholars is similar in many aspects” (Loue,
2()ll,p.4).
For the purpose of this research, this chapter will focus on Kram’s (1983) mentoring life
cycle, as she is perceived to be the expert in the area of mentoring, due to her extended
research, that has been validated in both business and education settings (Grossman, 2013,
p.l8). As highlighted by Allen et al. (2006), Kram’s mentoring life cycle and the theory
behind it has received support from other theorists in the field of mentorship. Chao (1997)
found support for Kram’s conceptualisation of the mentoring life cycle phases by performing
an analysis of 178 current and former mentees. Kram’s (1983) analysis of mentor-mentee
pairs in business helped her identify certain similarities and establish phases of the mentoring
process as a result.

91

3.8.1 Initiation
Initiation involves the seieetion of mentor and mentee. Likewise, in any other life eyele
model, the mentoring relationship begins.

Aeeording to Loue (2011), this stage also

eneompasses identifieation of responsibilities of the individuals involved.

Kochan and

frimple (2000) on the other hand deseribe this phase as groundwork, where general getting to
know eaeh other takes plaee. Grossman (2013) states that during this time, the mentor is
often admired by the mentee, while the mentee is eonsidered eoaehable in the eyes of the
mentor.
Aeeording to Hay (1995), this first stage is eoncerned with creating an alliance and involves
preparing for the relationship, forming a bond and approving a contract (McKimm, 2007). In
contrast Zachary’s (2000) preparation stage accounts only for initial seieetion of mentor and
the mentee.
3.8.2

Cultivation

During the cultivation stage, lasting two to five years, as outlined by Kram (1983, p.616), the
positive expectations that emerge from the previous stage are tested against reality.
Individuals learn more about eaeh other, the bond between them deepens while opportunities
for development of meaningful interactions rise. Grossman (2013, p.l9) concluded, “Mentee
is at the peak of developmenf’ during this stage. S/he is capable of setting goals, work on
personal and professional tasks and self-esteem rises. Koehan and Trimble (2000) term this
period as a warm-up, where establishment of rapport occurs and assignment of responsibilities
takes place.

Equally, as in Zachary’s (2000) negotiation stage this stage focuses on the

conversation, agreement, and commitment between mentor and mentee.
3.8.3

Separation

Separation happens when structural and emotional separation occurs (Kram, 1983). During
the separation phase, the mentee works more autonomously, experiences independence and
learns how to function without close guidance and supervision.

A period of adjustment

occurs because career and psychological functions cannot continue in the previous forms
highlighted by Kram (1983). The relationship becomes unresponsive to the changing needs
and concerns of mentor and mentee.

According to Loue (2011), natural, planned or

unexpected separation can take place. Natural would include completion of, for example, the
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mentoring program, while unexpeeted eould involve sudden illness or death of the mentor or
the mentee. Koehan and Trimble (2000). on the other hand, ealled this phase “working" and
stated that during the separation phase the learning of the individual is maximised. Similarly,
Zachary (2000) identified that the relationship at the “enabling” stage is at its most intense.
This stage, as a result, leads to redefinition of the relationship.
3.8.4

Redefinition

The final stage of the mentoring life cycle assists in the creation of a relationship that is more
peer-like in nature. On-going support, coaching from a distance and occasional counselling
continues (Bouquillon et ah, 2005). Kram (1983) noted that contact on an informal basis is
maintained, in order to continue the support that was created at the beginning of the
mentoring relationship. A feeling of gratitude follows, as the mentee realises the value that
mentoring contributed to his/her learning and advancement. Resentment and anger diminish
as a result. As noted by Tone (2011), this stage addresses personal issues.
Not all relationships, however, progress into this friendship stage. Some relationships can
become destructive for one or both individuals as proposed by Kram (1980). Relationships
that enter into the redefinition stage are often characterised by hostility and resentment. I he
mentee can feel undermined or constrained by his mentor during the separation stage. This
can cause the relationship to end immediately. The redefinition stage is said to give evidence
of changes that occurred in the mentor and the mentee during the mentoring relationship. In
addition, not all individuals have the ability to communicate and relate to their mentor in a
more peer-like fashion (Kram, 1983).
fhis phase parallels with Koehan and ITimble’s (2000) final phase called “long-term status”.
This phase involves a fulfilment of a long-term relationship - friendship, between mentor and
the mentee. The closing and exit phase, as described by Zachary (2000) provides a great
opportunity for reflection, learning and growth.
Examination of the mentoring life cycle helps to plan and structure the mentoring
relationship, in order to achieve the end objective (Zachary, 2000). Additionally, it allows the
mentor to monitor the progression of the mentee and ensure that the appropriate learning is
taking place. According to Wong (2007) it also increases the awareness that some of the
stages can be related.

For example, a mentoring partner can be re-located; therefore e93

mentoring could be used. It would result in the establishment of a new mentoring agreement
and contact, t he lifecycle addresses the length of the association; mentors could prepare lor
such stages, avoiding disappointment and dissatisfaction,

fhe mentoring life cycle

“emphasises the developmental points and termination of the process.

It shows the

importance of the relationship and the necessity for excellent communication between the
parties” (Birring, 2002, p.28).
Due to the nature of relationships, its complexity and the necessity of two individuals to come
together and work towards a common goal, the process of mentorship has evolved into a
number of different structures, models and techniques to accommodate the diversity of
participants. The mentoring structure adopted guides the mentoring model embraced by the
mentor. Mentoring structures can be described as a pattern of interaction between the mentor
and the mentee throughout the mentoring relationship. There are a number of structures that
can be adopted by the mentor. Once the structure of the relationship is selected and more
importantly agreed on by both parties, the mentor should select a mentoring model, a fashion
in which his or her knowledge and experience will be communicated or passed on to the
mentee. d his discussion will begin with an explanation of mentoring structures followed by
the mentoring models. T his section will conclude with the mentoring techniques - methods
used to first ease the mentee into the association and second, focus his or her actions to
achieve a goal.
3.9

MENTORING STRUCTURES

There are several types of mentoring structures that can be adopted (Uispky, 2010). Nesta
(2009) explained that it is vital to ensure that mentors have a clear understanding of each
structure and the type of relationship that s/he wants to create. Context and the needs of the
mentee need to be assessed in each mentoring type before any solutions to the problem are
identified or proposed. A mentoring relationship can take one of the following forms; formal
or informal; positive or negative; assigned or voluntary, face-to-face or e-mentoring. Perhaps
it would be possible to mix the mentoring types presented below and create a new style, for
example, formal voluntary or assigned negative. The analysis of this kind of relationship will
allow the reader to identify which mentoring types are likely to suit the mentee and aid return
on investment.
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3.9.1

Formal vs. Informal Mentoring

Formal and informal mentoring is often perceived to be at the opposite ends of a continuum
(Zachary, 2005).
The field of researchers is clearly divided between formal and informal mentoring experience,
creating two distinct schools of thought (Jacob, 2008). Some argue that best relationships
develop naturally, without any formal intervention, while Clutterbuck (2004) suggests that the
relationship will fail without a clear plan and purpose.
Formal mentoring can be defined as “one in which organisations play an intervening role in
facilitating employee mentoring relationships by providing some level of structure,
guidelines, policies, and assistance for starting, maintaining, and ending mentor-mentee
relationships” (Allen, 2009, p.4).

In this type of mentorship, selection and matching

processes are used by the organisation, in order to align both individuals’ needs and aptitudes.
“Roles and responsibilities are defined, partnership agreements are negotiated, milestones are
identihed, training is required, and evaluation procedures are in place” (Zachary, 2005,
p.l9()).
The relationship between mentor and felemachus which initiated the practice of mentorship
is an example of formal mentoring. (Odysseus had a pre-established mentor's role and the
parameters of the relationship were defined, this means that the relationship was structured.
Formal mentoring has strong links with the above mythological model, where the mentor is
like a family friend, providing long-term guidance and counsel (Facey, 1999).

The

organisation or initiator of the mentor - mentee relationship, should be like Odysseus and
fulfil the role of selecting appropriate pairs, briefing them on the expectations and potential
outcomes of the relationship, but also ensuring that the mentor has the appropriate
interpersonal skills to establish rapport with the mentee.
One of the advantages of a formal mentoring structure is that it provides a clear purpose and
sense of direction. The most common reason why mentoring relationships fail is the fact that
neither mentor nor mentee is sure what the aim of their relationship is (Clutterbuck, 2004).
Formal mentoring overcomes that problem successfully, as the targets are outlined and
monitored by an organisation and “are tailored for intentional impact in a specific area”
(Rothwell, 2005, p.l60)
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Zachary (2005) stated that a formal “selection process should proceed proactively according
to criteria for the best learning fit" (p.43). Some of the parameters used in order to assess the
learning fit inelude “expertise, experienee, personality, accessibility, professional interest,
proximity, edueational background or affiliation, gender, personality and eompatibility”
(Zaehary, 2005, p.43).

Formal mentoring helps also to identify “toxic" mentors, as

acknowledged by Clutterbuck (2004). Four types of toxie mentors were identified: avoiders,
dumpers, bloekers, destroyers/eritieisers (Gopee, 2011). Avoiders are mentors who are not
available or accessible to the mentee when needed; they are also referred to as “non
responders". Dumpers throw their mentee into what is often referred to as “deep water",
where the mentee will either swim or sink.

Blockers and destroyers, on the other hand,

dampen the opportunities available to the mentee. Blockers withhold the information, over
supervise or refuse requests, while the latter destroys the mentee’s confidence through subtle
verbal attacks and arguments, as a result, destroying the mentee (Darling, 1985).

Formal

mentoring structures within the organisation should be elosely monitored. In order to
overeome the problems of bullying and foreing more responsibility on the mentor or the
mentee, the organisation should consider an establishment of metries to link together the goals
and outcomes of the mentoring relationship. As a result of this, the matrie would simplify the
measurement of the achievement and the progression of the association. Dinolfo and Nugent
(2010) highlighted some of the metrics that could be used and these include: number of
mentoring meetings, or ereation of a more inclusive culture (this could be measured by way of
an interview, employee survey or a focus group). Others include retention of talent in the
organisation (individuals being mentored versus those that are not), the amount of
responsibility given to the mentee and the structure of the relationship. The organisational
culture must support the formal mentoring programmes; otherwise, they will not be
successful.
Informal mentoring, on the other hand, can be described as an unstructured, casual and natural
relationship (Zachary, 2005), developed without external assistance (Herrbaeh, 2011).
Aceording to Bittle (2008, p.31), “this relationship is self-directed and proceeds at its own
pace and on its own timetable". Lacey (1999, p.3) believes that “true mentoring only occurs
spontaneously”. The way in whieh these assoeiations develop is quite simple; mentors choose
mentees whom they feel represent versions of themselves, while mentees choose role models
whom they admire (Bittle, 2008). This process, however, is strongly connected with selection
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of a partner, personality eongriienee and a eonsiderable amount of luck, as few mentees will
find a mentor on their own. using informal channels.
Young (2007, p. 15) identified that informal relationships often lead to development of a “trust
bond between mentor and mentee’f There is evidence that strong chemistry exists between
participants wanting to work together. “Trusting relationships help us achieve more than we
can on our own” (Pisapia, 2009, p.l30); in essence, this describes the purpose of mentoring.
Nemanick (2000, p.l37) stressed that researchers found informal mentoring relationships
more beneficial to mentees than formal programmes.

He also highlighted the fact that

informal mentors bring higher amounts of development functions to the table but also engage
in psychological functions like counselling, role modelling or provision of friendship. These
include “coaching, providing challenging assignments, or increasing mentees' exposure or
visibility”.

Informal relationships therefore provide the mentee with a broader learning

spectrum, thanks to a relaxed and subtle atmosphere and high levels of trust. Allen et al.
(2006) suggest that informal mentoring results in more effective outcomes for the mentee than
do formal mentoring programmes. This will have a positive impact on the mentee’s job
satisfaction and career functions that is the entrepreneurial function that he or she performs.
3.9.2

Positive vs. Negative Mentoring

Positive and negative mentoring is highly associated with mentoring identities as stated by
Cameron (2012). Mentoring schemas (maps) are the consequence of previous experiences
and relationships which strongly shape the mentoring expectations and motivate one’s
behaviour in a mentoring relationship (Roberts et al., 2011).

Eby and McManus (2000)

therefore emphasise, that it is difficult to divide mentorship into positive or negative
categories, as presence of negative events, does not simply classify the relationship as a
failure. “Even in healthy relationships negative events occur, and it is important to recognise
that negative experiences can range in severity from somewhat minor (e.g., a fleeting
disagreement) to quite serious (e.g., revenge, violence)” (p.2).
Negative mentoring is connected to the destructive behaviour of a mentor or mentee.
Scandura (1998) pinpointed that negative mentoring occurs through bullying, exploitation, or
egoistical, self-centred behaviour with the intent to harm the other person in the relationship.
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Negative mentoring experienees can be more harmful for the protege than no mentoring
relationship (Ragins et al. 2000).

Similarly. Levinson (1978) believes, that mentoring

relationships can be destructive at times. “For example, (a mentor) is so afraid of being
eclipsed that he behaves destructively (toward the mentee) at crucial moments” (Levinson,
1978, p.lOO).

Levinson (1978) further demonstrates that mentors can be overly critical,

demanding, and authoritarian towards mentees and can even exploit or undercut mentees’
careers.

Scandura (1998, p.449) classifies this occurrence as a “dysfunctional mentoring

relationship”. 4'his can be intentional or unintentional and occurs in one-on-one and formal
mentoring relationships, due to the uneven distribution of power.
Positive mentoring relations are founded around the “need-based” fit between mentor and
mentee (Dutton et al., 2007). This relates to personal, career, and developmental needs of
both members, mentor and mentee. The need-based perspective sees relationships as vehicles
that deliver instrumental and relational functions to those involved. These include, as listed
by Ragins (2007, p.94), “sense making, purpose, or meaning, information and resources
critical for task accomplishment, career assistance, and personal supporf’.

These needs

however, are continuously evolving and are influenced by one's differences and diversity.
Hxisting mentoring research concentrates mainly on the positive outcomes of the mentoring
relationship and positive mentoring identity. Ragins (2009) believes that positive mentoring
identity refers to a positive state of self-cognition. Individuals who have positive identity will
find themselves to be more motivated and better able to develop high-quality mentoring
relationships.
Positive mentoring is associated with a close emotional bond between the mentor and mentee,
where positive changes occur (DuBois, 2005). fhis closely relates to the ability of a mentor
and mentee to develop trust and empathy in their relationship. Roffey (2012) emphasised that
positive mentoring relationships develop gradually over time. Through this bond, the mentee
is able to connect personally at a deeper level with the mentor.
The mentoring research proposes that positive mentoring is not bounded by physical
proximity or organisational boundaries and could expand into positive career and professional
relationships, where work becomes the focus of the relationship.

98

3.9.3

Assigned vs. Voluntan Mentoring

According to Orange (2002, p.23), “mentoring relationships may be assigned or voluntary”.
Assigned mentorship is often associated with formal mentoring programs where the
organisation facilitates the assignment of a mentor to the mentee (Cox, 1994).

Margulis

(2007, p.76) stated that assigned mentoring is like a lottery. He concludes that the chances of
securing a good mentor eould be good however the odds are that the mentee will end up with
a mentor that considers this relationship to be a chore. Hansman (2001) also agrees that
arranged relationships usually do not result in likeminded, well-matched mentors and
mentees. “Chances are that the warm, interested, friendly, desirable mentor is oversubscribed
and unavailable”, (Margulis, 2007, p.76).

Very successful individuals usually become

mentors, while their time is typically limited.
Experts in mentoring also emphasise that assigned mentoring does not work well in reality
(Kram, 1985). Margulis (2007), however, suggests that the mentee should take advantage of
assigned mentorship, if available, and even if it appears to be a waste of time, it will not last
and eventually will terminate. He also recommends, that the mentee should take the initiative
and begin searching for a mentor on their own, a person who will not perceive this
relationship as an assigned duty by an organisation.
Voluntary mentoring “is more powerful because it relies on self-motivation and depends on
managers to be able to identify and develop talented people for eareer advancement”,
(Colaprete, 2009, p.l50). I he mentee should be allowed, at least, to choose a mentor from a
pre-defmed list, if we deal with formal mentorship, and engage in a relationship on their own
terms. This will help to determine whether a relationship will be successful or not (Colaprete,
2009).
Research conducted by Ragins et al. (2000, p.l 189) found that voluntary mentorship provided
additional intrinsic value for those involved. Mentors who volunteered to mentor perceived
the effectiveness of the mentoring programme to be better than did those who were assigned.
They also reported an increased level of satisfaction with the programme, training provided
and the mentor - mentee relationship. Voluntary mentoring however carries an additional
burden of responsibility as it involves greater commitment and risk because the promised
assistance does not always occur (Blake-Beard, 2001).
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Allen et al. (2006), on the other hand, emphasized that voluntary mentorship ean have a
significant impact on the amount of mentors available to fulfil the mentoring functions. Allen
et ah, (2006, p.l44) stated, '4ion-voluntary participation on the part of mentors may reduce
their willingness to mentor others in the future. Thus, voluntary participation may be key to
retaining willing mentors within a programme across time”. Voluntary mentorship therefore
results in greater commitment on the part of both the mentor and mentee. This voluntary
connection between two or more people leads to psychological support and organisational
socialisation as highlighted by Colaprete (2009). Motivation in a voluntary relationship is
purely intrinsic, often said to carry greater value than extrinsic benefits such as money.
3.9.4

Virtual (E-) Mentoring

The emergence of the Internet, and the accessibility of the World Wide Web, revolutionised
business activities worldwide, providing large number of potential customers to Small and
Medium Enterprises and large organisations (Khosrow - Pour, 2002). The Internet, and an
on-line presence, became an essential tool in gaining competitive advantage.
fechnology can be adopted and used in other areas of business relations. Mentoring has
advanced into e-mentoring, where the relationship between the mentor and the mentee is
conducted through means of electronic communication. 4'hese methods include e-mail, chat
rooms, social media e.g. Facebook, dweeter. Wikis, blogs, video conferencing, virtual
meeting software and so on.
Traditionally though, mentoring was associated with face-to-face meetings between the
mentor and the mentee, where knowledge and experience were shared.

Elowever, this

perspective is too narrow in an increasingly virtual, cybernetic and networked society and
global world (Bierema and Merriam, 2002). The increase in knowledge-based societies has
seen mentoring dialogue increasingly web-mediated (Clutterbuck, 2009).
The key motives behind the use of e-mentoring are economic, rather than developmental
(Brokebank, 2006), where geographically dispersed mentors and mentees can easily interact.
According to Clutterbuck and Ragins (2002), this approach provides flexibility and easy
access, which is highly advantageous to mentees who would normally face geographical
barriers to being mentored.
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Experts in this field, offer the following definitions of e-mentoring to readers. Bierema and
Merriam (2002, p.214) define e-mentoring as “eomputer-mediated, mutually beneficial
relationship between mentor and a mentee which provides learning, advising, encouraging,
promoting and modelling that is often boundary less, egalitarian, and qualitatively different
than traditional face-to-face mentoring”. According to Single and Muller (2001, p.l08) ementoring refers to “a relationship that is established between a more senior and/or
experienced individual (mentor) and a lesser skilled or experienced individual (mentee),
primarily using electronic communications, and that is intended to grow the skills, knowledge,
confidence, and cultural understanding of the mentee to help him or her succeed, while also
assisting in development of the mentor”. Both definitions are concerned with benefits that ementoring provides to optimise the potential of the mentee, while the use of technology is
strongly highlighted.

Continued development in the area of technology can potentially

enhance and improve mentoring relationships, and possibly replace face-to-face mentorship.
E-mentoring in the future can aid access to better mentors than those available in the near
proximity, providing the mentee with greater opportunities.
According to Brockbank (2012), virtual mentoring is cheap and does not demand as much
time and space commitment of another person.

fhe mentee receives clear and simple

instructions from the mentor due to the elimination of noise that is the personal bias present in
the relationships.

I'his type of mentorship is used for economic rather than developmental

and growth reasons. I'he individual may turn away from this medium of mentorship due to
the lack of empathy, trust and deep understanding which is associated with face-to-face and
personal mentorship.
Examination of mentoring structures highlights the complexity of the operational side of the
relationship. The mentoring structures are the way in which the mentor will address the
mentee throughout their relationship and can be strongly correlated to the mentoring model
that one has in mind.

The mentoring models enable the mentor to pass on his or her

knowledge and experience to their mentee and there is a number of ways in which this can be
achieved. Each mentor will have a preferred mentoring model that he or she will use. The
selection of a model can also depend on the mentee and his or her learning style which was
discussed earlier in the literature review.
3.10

THE MENTORING MODELS
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There are several mentoring models used by mentors and mentees, as outlined by Amelink
(2006). Some of the models inelude the Apprenticeship model, the Hierarchical Model, the
Cloning Model, the Co-Mentoring Model, the Friendship Model, the Nurturing Model, the
Relational Model, and, lastly, the Peer Mentoring.
This section will examine briefly each model and, in particular, it will focus on Bennett’s
(2002) four common approaches to mentoring. It will define in more detail the following:
apprenticeship, cloning, nurturing and friendship models.

Bennet (2002) is quoted and

referred to by many researchers in the field of mentorship for his extended research in this
area, therefore these models will take precedence over the remainder.
3.10.1 The Apprenticeship Model
First, the apprenticeship model involves the mentee working alongside a mentor who is often
referred to as a master, or a more experienced practitioner (Kerry, 1995). This approach is
perceived as a ‘1iands-off’ approach, where the objective is a short-term professional
relationship.

Learning takes place from one mentor at a time, with virtually no personal

commitment (Fassett, 2010). Buell (2004, p.7l) defines apprenticeship as “a pragmatic,
largely 'hands-off model that involves mentoring without moving into the more personal or
social aspects”. A professional relationship between the members is vital. Some advantages
of this model include maintenance of boundaries and absence of emotional attachment as
highlighted by White (2005).

Lack of interpersonal reward on the other hand, can be

perceived as a disadvantage, fhe mentor is not willing to commit him or herself totally to the
relationship.
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3.10.2 The Cloning Model
The Cloning model can be defined by Buell (2004, p.64) as the mentor's attempt to '‘produce
a duplicate copy of him or herself from a top-down position". This model is characterised by
the mentor's drive to direct and control their mentees. This model is perceived as negative in
nature (White, 2005) and therefore became unpopular among practitioners as mentoring
should be concerned with “provision of an enabling relationship that facilitates another's
personal growlh and developmenf’ (Morton-Cooper and Pamler, 2000, p.l89).
3.10.3 The Nurturing Model
According to Buell (2004, p.65), the nurturing model “represents a mentoring style in which a
mentor fulfils some of the functions of the parent figure, creating a safe, open environment in
which a mentee can both learn and try things for him- or herself. This model provides the
mentee with an opportunity to learn about their own skills and abilities.

The mentor’s

capabilities are not directly copied by the mentee or imposed upon him/her, as in the cloning
style. Fassett (2010) stated that this relationship is hindered by dependency on a mentor, and
difficulty in letting the relationship develop.

It is important that the mentee will be an

independent thinker, and the mentor will identify when the mentee has matured and it is time
to “cut the cord”.
3.10.4 The Friendship Model
fhe Friendship model is similar to the nurturing model. Buell (2004, p.67) stated, it is more
“collaborative and co-eonstructed”. It is a reciprocal relationship, where mentor and mentee
are equal and function like colleagues. According to White (2005, p.90), “mentor and mentee
view each other as close friends without the presence of any professional distance”. Focus
lies in development of personal bonds, trust and honesty (Fassett, 2010). Hierarchy in this
model is not present, as mentor and mentee take turns and mentor each other (Harpin, 2011).
Supervision is crucial in order to ensure that mentoring actually takes place in this
relationship.
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3.10.5 The Peer Mentoring Model
Peer mentoring is yet another type of mentoring model, wliere a group of peers provides an
emotional and a professional support to one another. This type of mentorship is very popular
in the educational setting, when “people of the same age with similar experiences come
together to discuss comparable issues or situation” (Harpin, 2011, p.40). According to Kram
(1985, p.l 12), “the lack of hierarchical dimension in the peer relationship might make it easier
to achieve communication, mutual support, and collaboration”.

In this model different

individuals put on the “mentoring hat”, depending on the area of their expertise in a given
situation. One of the disadvantages of this approach is the absence of an opportunity to
network and learn from more senior people in the organisation (Bland, 2009).
3.10.6 The Hierarchical Model
The hierarchical model, on the other hand, is a one-to-one relationship, as opposed to group
mentoring, where a senior person (with regard to age and experience) mentors a junior person
(Megginson, 2009). This model is often referred to as supervisory, it is usually one-way and
the rapport is concerned with power and higher-level position within a relationship, rather
than with equality (London, 2009).

The “mentor serves as “godfather” in helping the

mentee’s career and advancement”, (Cameron, 2012, p.521). Deb (2009), however,
highlighted that upward mentoring, called reverse mentoring, could also occur, as mentoring
drifts away from hierarchy and focuses on relevant experience.

It occurs when a mentee

guides a mentor in an area such as diversity issues.
3.10.7 The Relational Model
The Relational model is perceived as one of “the most positive state in the continuum of
mentoring relationships” (Dutton et ah, 2007, p.l5). Mutuality is key in this relationship, and
it evolves over time between mentor and mentee. This mentoring relationship encourages
engagement, empowerment, and empathy, where creation of personal growth, development
and enrichment for both mentors and mentees occurs as a result (Holland, 2009a). Dutton et
ah, (2007) claim that relational relationships have the potential to increase the learning
development of the individuals.

It can be accomplished through new knowledge and

resources, identities, and psychological growth.

Holland (2009) also highlighted that the

relational or “developmental” model adopted progressive steps in learning outcomes.
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The relational model, aeeording to Darwin (2000). suits, in particular, female mentors and
mentees, as women are willing to share power and value learning while in the mentoring
relationship. MeKeen (2007) asserts that women have generally less power than men do and
therefore it is more difficult for females to offer themselves as mentors. Holland (2009a.
p.l5) also suggests, “valuing interdependence over dependence and intimacy over distance
may be easier for women than /or men". (Italic inserted)
3.10.8 The Co- Mentoring Model
The co-mentoring model “involves a relationship by parties who serve as mentors to each
other, their relationship is characterised by flexibility of role and power between the parties"
(Loue, 2011, p.20). This model focuses on a cooperative relationship as a result improving
learning and development of the mentee. As in the relational model, equal sharing of power
between mentor and mentee occurs. “Synergy can take place when people come together on
an equal footing, with each party providing something important from the exchange" (Kochan
and Pasearelli, 2003, p.314). As highlighted by McGuire and Reger (2003), each person
within the relationship has an opportunity to be both mentee and mentor, because input from
either individual is seen as valuable.
In conclusion, regardless of the type of mentoring model that an individual will use, it is vital
to analyse the reasons behind mentoring in the first place in order to achieve the required
outcome. I'he mentor will be likely to use a variety of models throughout the mentoring
relationship to achieve the desired change or development within the mentee. The model
implemented should support the psychological and career development of the mentee (Kram,
1985), and simultaneously meet the needs of the mentor. Individuals should be well matched
(Hansman, 2001), development of trust should flourish with time (Young, 2007) leading to
the achievement of the end goal.
fhe mentor has a choice of a number of mentoring techniques to aid progression through the
stages of the mentoring lifecycle.

Merging mentoring structures, models and techniques

would result in the creation of a sound mentoring system, which could be replicated across
other mentoring programmes or initiatives.

The next section will highlight the need for

mentoring techniques as well as provide a number of sample techniques which can be
incorporated at Phase 1 and Phase 2 of the mentoring lifecycle.
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3.11

MENTORING TECHNIQUES

Technique can be defined as "‘a way of carrying out a particular task, especially the execution
or performance of an artistic work or a scientific procedure” (Oxford English Dictionary,
2012). Megginson and Clutterbuck (2006. p.25) stressed, that “technique can be related to
other terms in an approximate hierarchy”, fhese terms include “process” and “model”.
According to Megginson et al. (2006) the model can be embedded within a technique, as a
technique has a process for using the model. With regard to processes, they are content free,
“and may cover a framework for a whole mentoring session” (p.26); however techniques
outline the context and purpose in which they may be used.
Clutterbuck et al. (1999) argued that each mentor should develop his or her own process,
while undertaking mentoring training.

Techniques were defined by these theorists as “a

process to assist a mentee to address a specific purpose within a particular context as part of
an on-going development relationship” (Clutterbuck and Megginso, 2006, p.26).
t echniques can be perceived as both positive and negative features of mentoring. It is vital for
a mentor to identify when the use of a particular mentoring technique is appropriate.
Some of the examples of contra arguments, as outlined by Clutterbuck and Megginson (2006,
p.26) include, “helping by numbers”, where the user is lacking the skill to apply the technique
successfully; possession of the “premeditated quality” that goes against mentoring where the
best mentoring tools are formed on the spot.

Introduction of techniques that will shape

mentees understanding and action is also perceived as negative.

The principal role of a

mentor is to enable the mentee to make decisions for him or herself Finally, techniques break
tasks into small components. It is not guaranteed that the mentee will be in a position to put
all the pieces together, in order to see the bigger picture.
Arguments for the use of techniques on the other hand include wide application; they are
helpful and can address reluctant learners or inflexible situations (Clutterbuck, 2006).
Interventions with the use of mentoring techniques are less anxious and more at peace with
the learner. Use of techniques can benefit both mentor and mentee (Bittle, 2008).
As stressed by Daloz (1990), mentoring focuses on the development of the whole person,
therefore techniques are broad and require wisdom in order to be applied correctly.
Megginson et al. (2006) outlined some of the areas in which mentoring techniques are applied
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and these are as follows; “setting goals, building self-knowledge, deeiding what to do,
committing to action, managing the learner's own behaviour and so on’' (p.27).
Linnegar and Norenius (2012, p.6) propose five mentoring techniques that were commonly
used across business mentors and these are “Accompanying, Sowing, Catalysing, Showing
and Harvesting”.
First, accompanying involves taking on a commitment to learn alongside the learner.
Secondly, sowing relates to the preparation of the learner for change, this embraces “people
skills” and tact. The requirement of change often results in resistance and critique, therefore
the timing of sowing is vital. Thirdly, catalysing occurs when change reaches critical levels
and the mentor insists the mentee change, “provokes different way of thinking or re-ordering
of values” (Tinnegar and Norenius,2012, p.7). The mentor must reassure the mentee that his
or her support is available in order to conclude the change. Fourth, showing is about making
things understandable, when the situation arises where the mentor uses his or her own
examples and behaviour, to show skill and activity (Mashalla, 2010). Tastly, harvesting is
used to create awareness oi' how much the mentee has progressed and learned. The mentor
must encourage the mentee to continue advancing and to stay on the growth path. Clutterbuck
(2006) notes that the mentoring technique “should build wider networks of support, inOuence
and learning” (p.27) and that is exactly what the mentor achieves through catalysing and
harvesting.
Megginson and Clutterbuck (2005) proposed a number of mentoring techniques, which can
aid the initiation and the development of the mentoring relationship. The two tables below
outline each technique in detail. Table 6 and 7 have been divided into two to correspond with
the first and the second stage of the mentoring life cycle, that is the initiation and cultivation
stage.
It is important to mention that mentoring techniques used by a mentor can differ from the
above and they can be altered. The situation that the mentor finds himself or herself in, and
the mind-set of a mentee, can have an impact on the choice of mentoring techniques
(Linnegar et ak, 2012). A number of mentoring techniques proposed by Megginson and
Clutterbuck (2006) are presented below. The techniques in Table 6 are applicable to the
initiation phase of the relationship, while Table 7 highlights techniques which can be used at
the cultivation phase of the relationship.
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Table 6: Mentoring Tools and Teehniques - The Initiation Phase

Mentoring Tools and Teehniques - The Initiation Phase
Conversational
Ladder

What Do You Feel
Passionate About?

Setting Expeetations

This technique is used for getting to know each
other. The conversational topics include: their
name and its significance to them/ Family of
origin/ Home and current family/Education/
Work/ Successes/ Difficulties/ Interests/
Dreams/ Aspirations and so on.
Insight into values, common grounds and
background issues that the mentee feels
Linenthusiastic about will be gained. The
question is: What do you/I feel passionate
about?
Both mentor and the mentee draw up a profile
of a "mentor from hell" and a "mentee from
hell". Identification of behaviours that could
help/ destroy the relationship. Establishment of
basic rules; for example how often we shall
meet, what we expect to learn from each other,
how will we measure progress and so on.

The Party

fhis technique forces the mentee to analyse
what kinds of people they might want to work
with six categories of people are described:
realistic/
investigative/
artistic/
social/
enterprising/ conventional. Once your top group
leaves, who would you join next and why?

The Wheel of Life

This technique looks at what mentee is not and
where s/he wants to be. It is a visual
representation of the actual life balance and the
ideal life balance in 5 years’ time of the mentee.

Adopted from Megginson et al. (2006)
Table 7: Mentoring Tools and Teehniques - The Cultivation

Mentoring Tools and Techniques - The Cultivation Phase
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Capacity
Management:
Where Do You
Put the Emphasis?

This technique looks at the activities of the mentee
and analyses what activities are conducted
willingly, which are likely to damage the
reputation, which need more resources/time and
which are displaced. Four squares divide the
activities into needed/ not needed and which the
mentee is good and not good at.

Deeiding What to
Do

The mentee is provided with 5 options and these
include: change the situation/ move out of the
situation/ change ourselves/ accept the situation/
accept ourselves. Discussion between parties takes
place.

Stability Vs
Impact of Choices
Matrix

This technique helps focus the range of choices
available. Impact ranges from high to low, so do the
stability ranges. Impact means how serious are the
consequences of getting it right/wrong, while
stability means for how long the circumstances will
remain the same.

Consequence
Matrix

d'his matrix examines the consequences of doing or
not doing a particular course of action. It is divided
into four squares and includes: What will happen if
1 do it/ What will happen if 1 do not do it/ What will
not happen if 1 do it/ What will not happen if 1 do
not do it. New perspective should be added as a
result.
This technique involves 5 steps that provide a guide
for immediate action with a focus on a long term
goal. Step 1: Identify a future role/job you wish to
fulfil/ Step 2: Compose a list of skills required/ Step
3: Capture against as many skills as possible,
provide evidence of how the mentee demonstrates it
/Step 4: Identify gaps i.e.: natural skills, weak skills
/Step 5: Identify action to address gaps.

PSDP Technique
(Personal Skills
Development
Plan)

Logie Trees

A technique used for breaking down complex goals
into more easily achieved steps. It progresses the
goals from definition, breakdown of sub-divisions
of the problem, timeline to review phases.

Role Environment
Mapping

This technique involves probing questions to help
the mentee extend their awareness of issues that
need to be tackled. Some questions include who are
the key people to be intluenced/ Who can you trust
to deliver etc.
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Change Balloon

Technique that helps the mentee to priorities the
goals. Write down your wish list and stick it onto
the balloon. Next imagine that the hot air balloon
has sprung a leak and needs to shed some weight
off - which items will you remove first?

Adopted from Megginson et al. (2006)
In conclusion, the literature on mentoring techniques is not considerable.

It appears that

mentors should learn techniques themselves, through initial training (Clutterbuck, 2006).
However, are mentors formally prepared to fulfil their roles? Megginson (2006, p.27)
suggests, “that this knowledge can come from texts and training manuals, but it can also come
from mentors reviewing their own work with their mentees'’.

Megginson (2006) advises

mentors to practice their mentoring techniques in advance and to prepare many, rather than
few alternative techniques.
fhe use of Mentoring Techniques, especially at the early stages of the mentoring lifecycle can
ease the entrepreneur into his or her new role and provide clarity in terms of what is expected
of him or her. Especially during the first two stages of the relationships there is a lot of
uncertainty which can be managed with the use of the above techniques.
Mentoring relationships can grow and achieve the required outcomes with the use of the
above support mechanisms like mentoring structures, models and techniques, however they
are prone to some challenges which should not be ignored. The awareness of these challenges
by both mentor and mentee can support progression of the relationship and elude its early
termination due to potential, often avoidable problems. Sufficient preparation on behalf of the
mentor and the mentee will decrease the possibility of occurrence of mentoring challenges
which are explained below.
3.12

CHALLENGES IN MENTORSHIP

The mentoring relationship can be compared to dating, where individuals go through a
process that begins with the initial meeting, develops by further interaction during which
individuals get to know each other, and ends by the parties either remaining together or
separating. Throughout this journey, conflicts and issues are unavoidable, as people cannot
expect a perfect fit each time. Long (1997) described these conflicts as a darker side of
mentoring that tend to be avoided in the literature on mentoring. Similarly, Kram (1985)
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wrote that mentoring relationships eould beeome dissatisfying or even destructive at times.
Although a variety of issues are present in mentorship, each relationship needs work, and so
does mentoring.
According to CIMA (Chartered Institute of Management Accountants) (2002), the majority of
issues are caused by either the interpersonal or the contextual action. For the purpose of this
study, the mentoring issues are divided into three sub-categories, which cover a range of
challenges under each heading.
3.12.1 Contextual problems

The contextual problems can begin as soon as the initial meeting between the mentor and the
mentee takes place. This can be caused by the incorrect match of the mentor and the mentee
as highlighted by Ehrieh and Hansford (1999). Cunningham (2004) also raises and deals with
the issue of recruitment and selection of mentors, as the misalignment of their involvement
and skills can affect the overall success of the relationship. Unfortunately, a set method of
selection is not available as little research has been done on how to best match the mentor and
the mentee (CIMA, 2009).

The little research that is available, however, suggests that

individuals should be matched based on their beliefs, values and life goals. Having said that,
the literature proposes that attraction to the “like" last for a short period of time and the
opposite characteristics start to draw the attention of individuals, as the mentor and the mentee
identify an opportunity to learn.
Following from this, dissatisfaction with the relationship may occur due to disparity of
expectations, goals and/or commitment (Zerzan et al., 2009). The mentee may be overly in
charge of his or her development, where the mentor may find it difficult to take on the
leadership role in the relationship. Participants in the relationship may also have too low or
too high expectations in relation to association, therefore common actions and goals cannot be
reached. All of the above issues are linked to the lack of clarity of purpose of the relationship.
Individuals involved must be clear about the reason behind the relationship, its style, rules and
responsibilities and the timeframe.
The contextual problems relate mainly to the agreement that is reached between the mentor
and the mentee about how the relationship will operate, and the outcomes that may follow if
not implemented effectively.
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3.12.2 Interpersonal problems
The interpersonal problems in the relationship result from the fact that mentorship forces two
individuals to work together to achieve a common goal. Differences in background, origin,
interests and education may lead to miscommunication and misrepresentation of intentions/
actions. Misunderstanding between the parties then can lead to conflict.
Gender composition within the relationship is another factor that may lead to issues.
According to Allen, Day and Lents (2005) studies show that same-gender relationships tend
to receive more psychological and career-development mentoring compared to cross-gender
relationships. This inequality can influence the success of the relationship and the perception
of fairness by the mentee.
Yet another interpersonal issue can include the transformation of the relationship from a
professional to a personal level. Henderson Daniel et al. (2006) identified sexual relationships
as a potential problem when it comes to mentorship,

fhe observers of the relationship

recognise an unfair advantage to a mentee who enters into a personal relationship with the
mentor (Kram, 1985).

Any personal relationship created within a professional structure

should be terminated, as the centre of attention in the relationship has changed. It is also vital
that the mentor does not exert a negative innuence over the mentee, especially in cross-gender
relationships, where some mentees may feel vulnerable.
I'he personality of the mentor or the mentee, and his or her characteristics can impact on the
strength of the bond that develops between the mentor and the mentee. Lack of engagement
can be closely linked to negative performance (Clutterbuck and Ragins, 2002), while cultural
differences, beliefs and values can hinder the progression of the association. Personal issues
can also be linked to jealousy which can occur when the mentee outshines the mentor as
highlighted by Henderson Daniel et al. (2006). This can lead to negative, bad mentoring,
where the mentor instead of supporting the mentee, obstructs his/her progress and subverts the
relationship (Marquardt, 2006).
Rawls (2008) highlighted the fact that bad mentoring is also often associated with unethical
behaviour, which can be closely linked to the personality of the mentor or the mentee.
3.12.3 Procedural problems
Procedural problems relate to the way in which the relationship is managed on a day-to-day
basis (Clutterbuck and Ragins, 2002). This includes the time allocation to the relationship,
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ability to address and deal with issues, number of meetings, confidentiality and so on. At this
point, the relationship can be over-managed (Marquardt, 2006, p.71) and explicit instruction
“about how to proceed, what to talk about, or how to evaluate” may be given. An appropriate
balance between leadership and empowerment should be achieved in the relationship. The
mentor should know when to lead and when to let the mentee lead to achieve the goal.
Time allocation and the number of meetings between the mentor and the mentee can be
problematic at times. Both mentor and mentee can have different expectations when it comes
to contact and communication (Kahn and Walsh, 2006).

The mentee can become over

dependent on the mentor (Ehrich and Hansford, 1999), while the mentor may be unable to
provide the advice and support required by the mentee due to other time pressures or just
simply, incapability.
Confidentiality and its breach can have devastating consequences for the mentoring
relationship, as it leads to breach of trust. Reaching an agreement as to what aspects, if any,
of the discussions will be treated as confidential is vital to prevent this from happening.
According to Kahn and Walsh (2006, p.l09), “in pure forms of mentoring, the relationship is
a confidential one". 1 his means that while, confidentiality is expected, it should not be taken
for granted, as the individuaf s perception of what it entails can differ.
Much of the literature available on mentoring is one-sided and concentrates on the positive
side and the benefits that mentorship provides to those involved.

Murphy (1996), Long

(1997) and Kram (1985), identified the 'shadow side’ of mentoring and described this process
using such labels as “the pain of fractured trusf’, “the pain of letting go” and “the pain of
disappointmenf’ as outlined by Ehrich and Hansford (1999, p.9). The issues listed above are
only some of the possible challenges that the mentor and the mentee may face during their
relationship. Good communication and commitment to the mentoring relationship is key to
solving any difficulties, as mentorship has a lot to offer, once the relationship is worked on.
fhe benefits of mentoring are said to considerably outweigh the disadvantages associated
with the mentoring relationship (Torrington et ah, 2009). Kerry (1995) highlighted that the
majority of those being mentored found few or no disadvantages.
One of the drawbacks, for example, is the risk of over-reliance on one mentor/individual and
one source of guidance (Torrington et al, 2008). The mentee has access to one source of
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expertise which can result in limiting his or her perspective. The mentee can be removed
from other sources of expertise and therefore the feeling of lost expertise can occur
(Torrington et af 2008).
Conllicting views between mentor and the mentee can be perceived as a major difficulty due
to the unequal nature of the relationship. The mentee is often seen as a learner, the less
experienced individual and unless mentorship is seen as a mutual relationship, the mentee's
views and opinions can be disregarded.
A lack of time and continued time pressure in a busy schedule of a mentor and mentee can
cause frustration and stress for both participants (Angeliadis, 2007). fhe mentor can also feel
that the mentee does not progress as fast as initially planned, or is unable or unwilling to
follow the direction given by the mentor. Likewise, Torrington et af, (2008) highlight that
there is a danger that the mentee will pick up the bad, rather than the good, habits of the
mentor, fhe benefit of mentoring will be partially lost in these circumstances.
fhe mismatch of the effort and time needed in the relationship on behalf of the mentor and the
mentee can be seen as another disadvantage ( forrington and faylor, 2009). Unrealistic and
uneven expectations can cause conOict or result in disappointment. I'his could in fact have an
impact on future mentor- mentee relationships or discourage the mentor or mentee from any
future participation in mentorship.
fhe formal or assigned mentoring programmes can result in a mismatch of mentor and
mentee (Worell, 2002; Torrington et af, 2009).

In this case, individuals will not be in a

position to move through the initiation stage of the relationship, failing to develop trust,
understanding and commitment. The needs of either party will not be met or one party can
feel distressed by being in the relationship (Worell, 2002). The relationship then becomes
dysfunctional.
Lastly, at the separation stage, if the mentoring relationship does not progress into the
redefinition stage, the mentee can experience a sense of a loss (Torrington et af, 2009).
When the mentor leaves, the mentee must learn how to function without the support and
direction of the mentor.
Even though mentorship carries risks and can be seen as a difficult journey for mentor and
mentee, researchers believe that the benefits are much greater than the risks. Megginson,
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Clutterbuck and Garvey (2006) stressed, the signifieant improvements in performance, career
opportunity, knowledge and skill that mentoring delivers.

Overall development, greater

conlfidence and greater well-being occur as a result of the mentoring experience. The quality
and the leadership function of a mentoring relationship however should be monitored.
3.13

LEADERSHIP IN A MENTORING RELATIONSHIP

Leadership can be defined in a variety of ways. Saxena (2009, p.l23) however associates
leadership with the following concepts “exerting influence, motivating and inspiring, helping
others realise their potential, leading by example, selflessness, and making a difference”. The
above terms are very closely linked with the purpose and nature of mentorship. Leadership
was defined by Gardner (1990) as the process of persuasion by which an individual induces a
group to pursue objectives held by a leader or shared by the leader and his or her followers.
Peter Drucker (1999), a recognised expert in the area of leadership defines a leader as
someone who has followers. Similarly, the mentor cannot fulfil his role without the mentee.
f here fore, without followers, there will be no leaders.
I3aft (2008), on the other hand, perceives leadership to be associated with the concept of an
exchange which takes place between mentor and mentee. Either party is said to contribute to
the relationship as well as benefit from the association. For example, the mentor can meet the
emotional needs of the mentee and provide a long-term emotional support, while the mentee
provides the leader with commitment and increased performance. Lussier and Achua (2010)
find the central theme of the dyadic relationship to be the notion of the self-worth of the
mentee.

Lussier and Achua (2010, p.240) defines support for self-worth as “a leader’s

support for a follower’s actions and ideas: building the follower’s confidence in his or her
ability, integrity, and motivation; and paying attention to the follower’s feelings and needs”.
As highlighted by Daft (2008), some mentoring relationships could be rich in nature, meaning
that high levels of exchange between parties take place, while others can be poor, reflecting
little or no giving and receiving by associates.
According to Schruijer and Vansina (1999), leadership can be conceptualised at different
levels, for example individual, dyadic, team or organisational. This conceptualisation relates
to the identity of the followers, in this case the mentees, and the effectiveness of the leader
rather than the level of authority exercised.

The research and the theories of effective

leadership tend to focus on the dyadic leadership style as highlighted by Schruijer and
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Vansina (1999). This style represents an assoeiation between a leader (mentor) and a follower
(mentee) (lAissier and Aehua. 2010). The foeus of dyadie leadership lies on getting the
mentee to develop a trusting and eooperative relationship with the mentor (leader) and
beeome more motivated and eommitted. Teadership styles and dyadie relationships between
leaders and followers will differ and depend largely on the eontext in which the association
occurs (Schruijer, 1999). The context means the circumstances in which mentor and the
mentee find themselves at a particular point of time.

In conclusion, leadership is an inseparable part of mentorship due to the knowledge and the
autonomy that the mentor should display to the mentee. High leadership levels as highlighted
by theorists are often associated with increased levels of performance and satisfaction
(Tussier and Aehua, 2010). It also limits significantly the uncertainty and ambiguity in the
relationship. Strong leadership skills allow the mentor to be in charge of the relationship and
to exert a positive inlluenee over mentees in order to motivate, help, inspire and unlock their
potential (Saxena, 2009).
3.15

MATCHINC; THE MENTOR AND THE MENTEE

fhe recruitment and allocation of a mentor is a very difficult task as the relationship can be
hurt if the mentor and the mentee have nothing in common (Kahle-Piaseeki, 2011). When it
comes to informal mentoring, participants are able to select their ideal mentor or mentee,
which increases the overall chances of success (Allen, 2007). In the formal mentoring
programmes on the other hand, this flexibility is not offered and one has no control over the
allocation of the mentor. According to Garringer (2006) the majority of formal mentoring
programmes fail to meet the recruitment goals which, has a direct impact on the success rate
of these associations. Nykodym, Freedman, Simonetti, Nielsen and Battles (1995) suggest
that sufficient preparation towards mentorship and identification of common ground and
language between participants can ease the initiation of the association and enhance the
relationship.
fhe literature suggests that there are two generally agreed upon ways of recruiting and
allocating a mentor and the mentee, the similarity-attraction paradigm and social exchange
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theory. According to Kahle-Piasccki (2011). one of the ways to match a mentor and a mentee
is through their cognitive style.
3.15.1 Cognitive Style
Cognitive style is a personality variable that is closely linked to the “learning style” of an
indi\'idual. However, Riding and Sadler-Smith (1997) emphasise that cognitive style is much
more pervasive, stable and deeply embedded within the individual and therefore not the same
as the learning style, which can be altered.
The term can be defined as “an individual’s consistent approach to organizing and processing
information during learning” (Messick, 1984). The cognitive style enables an individual to
receive, process, remember and create meaning from a piece of information. It affects how an
individual interacts with other people and in any interpersonal role.
The cognitive approach focuses on commonality. Kahle-Piasecki (2011) proposed an easy-toidentify-with explanation of how cohesion, through correct matching of mentor and the
mentee, can be reached,

fhe analogy of the left and the right brain is a simple way of

explaining the cognitive style of individuals. People, who are more “analytic, rational and
sequential in processing information" (Kahle-Piasecki, 2011, p.51) are left-brain dominant,
while individuals who are more holistic and intuitive in nature, are right brain dominant
(Sperry. 1964; Luria, 1966) (as cited in Kahle-Piasecki, 2011).

fhis means that left-brain

individuals prefer systematic methods and structures when dealing with problem solving and
decision making, while right-brain individuals rely on random methods and holistic
approaches to decision making. In effect, bringing together a left-brain dominant mentor and
a right-brain dominant mentee to create a common language and understanding would not
work, as different cognitive styles would cause friction and misunderstanding between the
parties.

Therefore, it is vital to match individuals based on their styles, similarities and

interests. Working with someone who is similar to oneself seems logical, as individuals who
cause one stress generate feelings of dislike, anger, and frustration and often lead to avoidance
and eventually termination of the relationship.
The similarity-attraction paradigm also supports the cognitive style approach, where mentors
and mentees select individuals who are perceived to be similar to themselves (Byrne, 1997)
(as cited in Allen, 2007). This relates especially to gender, where same-gender relationships
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tend to outnumber the eross-gender pairings present in mentorship. Aeeording to Armstrong
et al. (2002) same-gender mentoring pairs report higher psyeliological and eareer funetions
and their relationship is more positive and perhaps suceessful in comparison to eross-gender
parings. This again means that like with like is more likely to produce the desired result in the
mentoring relationship.
rhe personality and temperament of an individual also plays an important role in allocation
and recruitment of the mentor and the mentee. This could be a standalone category, however,
for the purpose of this study it will be merged with the cognitive style category where the
focus lies on the characteristics of an individual. The second category therefore will focus on
the perception of the reward that follows from the engagement between the mentor and the
mentee.
First, the personality, the temperament and the patterns and qualities of behaviour are unique
to each individual.

When matching a mentor and mentee for a long term mentoring

relationship these factors should be taken into consideration.

As highlighted by Kahne-

i^iasecki (2011), the above qualities impact on the way in which individuals perceive
situations, make decisions and interact with other people.
How can one determine whether the personality and the temperament of the mentor and the
mentee match? fhe use of personality testing has proven to be successful and has been
applied by researchers over the years. The best-known personality test is the Myers-Briggs
Type Indicator (MBTI), which was developed over 60 years ago.
I'he MB'fl personality test is based on the research of psychiatrist Carl Jung which dates
back to the 1940’s (Chow and Sircar, 2008). Carl Jung believed that human behaviour is not
random, thus it can be explained and predicted by developing different types of psychological
classification. According to the theory, each individual is born with a predisposition to a
certain personality preference.
Jung believed that there are two functions of the individual’s personality; first, obtaining and
perceiving information and second, making decisions (Kahle-Piasecki, 2011). The functions
of our personality are very ordered and structured rather than random, while reactions are
based on the manner in which we choose to use our judgment and perception (Myers and
Briggs Foundation, 2008). This hypothesis was developed further by Katherine Briggs and
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her daughter Isabel Briggs-Myers, who created the MB l l assessment and expanded on the
eight types proposed by Jung. Sixteen different ways of preferences of thinking and acting
were developed in the process. These types include preferences for extroversion/introversion
(El), sensing or intuition (SN), thinking or feeling (TF), and judging or perceiving (JP). The
goal of Myers-Briggs Type Indicator is to find out about one’s personality type, to educate
ourselves and understand that differences between people exist while the same personality
types tend to attract each other (Bailey, 2006).
femperament, on the other hand, is measured with the Keirsey Temperament Sorter (KTS-II),
and developed by psychologist David Keirsey.

It consists of 70 questions based on the

Keirsey Temperament Theory (Keirsey, 1978), where four basic temperament groups which
describe human behaviour were created. Keirsey’s four temperaments are the Artisans, the
Guardians, the Rationals and the Idealists. The four listed temperaments are further divided
into specific character categories, where 16 types are identified.
fhe study is particularly interested in the mentor temperament, which falls under the idealist
group in the Keirsey's theory.

According to Kahle-Piasecki (2011, p.53) the mentor is

“known as the LiNFJ, is considered externally focused, introspective, altruistic, and positive
and have excellent people skills”. The centre of attention of this temperament type is help and
the initiation of growth in others. The personality therefore is warm and has a natural way of
encouraging and supporting. Individuals possessing the ENFJ temperament are perceived to
be charismatic and possess great communication skills needed in the leadership role that the
mentor often fulfils.
Having analysed the above personality and temperament tests, it could be assumed that once
the individual has the required personality type, s/he can become a mentor or a mentee and the
relationship will succeed. Although there is a link between personality and the success of the
relationship, the selection should not be based on the personality qualities but the
compatibility of the mentor and the mentee. Literature suggests that not all mentees will have
personality types compatible with the mentor type quality, while each personality has
leadership qualities compatible with other types.
Kram and Fliggins (2001) also developed a Developmental Network Typology which
illustrates the need for mentoring teams, an entrepreneurial network, rather than a single
mentor. In this network the mentee has access to four mentors who collectively provide the
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mentee with high quality, unique and uncorrelated information, due to the different social
systems. As a result, the learning process is enhanced (Bandura. 1971; Kahle-Piasecki, 2011).
Additionally, this model represents high levels of trust (Kram, 2001) which are needed for a
successful mentoring relationship and for learning to take place. Fletcher (2000) stated that
the way in which participants interact in the relationship influence the identity construction of
the nascent entrepreneur. Therefore, the greater the number of interactions, the greater the
likelihood of intluence on identity thus supporting the argument for allowing a number of
mentors to engage with the nascent entrepreneur during the programme, (a mentoring team
structure).
In the mentoring relationship in particular, the leadership aspect of the association is very
important. The mentoring relationship leads to leadership development, where the mentee
eventually takes over this role from the mentor (Rowitz, 2014). Although the leadership
function within the association evolves, it is vital to remember that it is a dyadic, two way
relationships, where balance needs to be struck.
The quality of a mentoring relationship is also important.

fhe continuum of quality,

according to Ragins (2010), relates to the quality and the differences that occur across and
within the mentoring relationships. Ihis theory is closely linked to the relational mentoring
theory which holds, that mentoring relationships involve three relational stages and these
include dysfunctional, traditional and relational. The stages reHect the low, medium and high
ends of quality continuum (Ragins, 2010). Quality among mentoring relationships differs due
to the interpersonal exchanges and individual patterns that shape each relationship (Allen,
2006) . It is therefore right to conclude that no two mentoring relationships would be the same
(Cameron, 2012; Allen, 2006; Ragins, 2010; Roberts et ah, 2011).

I’he mentoring

relationship must meet the needs of the mentee and should be adjusted to the skills and the
abilities of the mentor. Over time however, the needs of the mentee are changing and the
relationship therefore evolves as a result (Megginson, 2006).
The majority of mentoring relationships are said to be placed in the middle of the quality
continuum that is at the traditional mid-point where exchange norms exist (Dutton et al.,
2007) . Behavioural patterns in the traditional mentoring relationships are usually focused on
career development and psychosocial support for the mentee, as opposed to negative and
dysfunctional behaviour that can be found at the low end of the continuum. Ragins (2007)
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outlined that mutual learning and growth takes plaee at the higher end of the quality
continuum, where close mentoring bonds develop and communal norms prevail. Norms in
traditional mentoring are focused on exchange, while dysfunctional relationships focus on
exploitation and violation.
Communal norms, as highlighted by Dutton et al. (2007, p.96), “are present, when benefits
are given in response to the needs of the other in the relationship without expecting the
reciprocal benefit, as would be the case in a relationship functioning under exchange norms”.
Mentoring relationships, especially those based on voluntary participation may in fact carry
no benefit to the mentor except increased self-esteem, personal satisfaction or self-fulfilment,
if anything at all. Exchange norms refer to give-take relationship, where the mentor receives
some kind of benefit for his or her effort and commitment.
Dysfunctional states on the other hand go against the above norms, that is communal and
exchange norms and rely exclusively on exploitative norms that result in benefit for the
mentor rather than the mentee. The needs of the mentee are neglected creating a negative or
harmful outcome for the mentee (Ragins, 2007).
It is vital to highlight that the mentoring relationships can move up and down on the
continuum of quality. Many other types of mentoring relationships also exist that do not fall
into any of the three previously highlighted categories. Some of the relationships can fall
between the traditional and dysfunctional category that is referred to as marginal mentoring
by Ragins (2000).

Marginal mentoring provides the mentee with a marginal sense of

satisfaction with the relationship, it often shifts between positive and negative experience.
For example, the mentee receives support from the mentor only when it is convenient for him
or her. I'he constancy and continuum of care and support is broken and undependable.
fhe overall development of the mentee is the goal of mentorship; therefore the relationship
between the mentor and the mentee should be based on communal norms and should fall at
the traditional end of the quality continuum in order to accomplish the full growth of the
mentee.
3.16

CONCLUSION

Following an analysis of the literature review the author discovered that the literature relating
to mentorship is very broad. Fhe above summary of the key literature in mentorship enables
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the reader to create an understanding of a mentoring process and mentoring relationship
without the necessity of engaging in a mentoring relationship themselves.
This chapter also highlighted the importance of trust and learning which come hand in hand in
a mentoring relationship and the impact that social engagement has on the identity
construction of an entrepreneur.
The main findings identified in the literature will be further analysed in the empirical study of
this dissertation. The primary research will empirically test the literature findings presented
by the author.
The primary research ultimately aims to address the gap in the literature with relation to a role
of the mentor on the identity construction of a nascent entrepreneur in a formal business start
up programme.
The literature tends to support the role of the mentor in a personal development journey but
does not provide us with any research on the role of the mentor on the identity construction of
an entrepreneur, fhis thesis aims to address this gap. I’he process followed to achieve this is
outlined in Chapter 4, with the findings, conclusions and recommendations being presented n
Chapters 5 and 6 respectively.
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CHAPTER 4
RESEARCH METHODOLOCY
INTRODUCTION

Chapter Four describes the research methodology of the study, explains the research design,
and describes the procedure used in designing the instruments and collection of data. It also
provides an explanation of the qualitative and quantitative procedures employed to analyse
the data. Finally, it presents the limitations of the methodologies that were selected for the
study and the lessons learned from same.
4.1

BACKGROUND TO THE RESEARCH APPROACH APPLIED TO THIS STUDY

fhe purpose of this study is to investigate if mentors contribute to the identity construction of
the nascent entrepreneur and entrepreneurial learning, experimentation and retlexivity. The
study is based on an educational programme and will investigate if mentoring the nascent
entrepreneurs stimulates their learning of how to be, their acquisition of status and identity,
and not simply their development of practical skills.
In order to investigate the impact that mentors have on the identity construction of the nascent
entrepreneur, the researcher has focused on qualitative methods of enquiry and data
collection,

fhe qualitative approach to entrepreneurship research is not widely applied and

the majority, up to 89% of papers on entrepreneurship, use the quantitative approach (Mullen
et al. 2009, cited in Manimala, 2009, p.8) The researcher believes that a qualitative approach
is the most appropriate method to note the mentors’ and the mentees’ opinions on the
intluence of mentorship on the identity construction of the nascent entrepreneur.
There are theories which explain attachment styles, mentorship, entrepreneurship and identity
construction. However, the strong rationale that exists for choosing a qualitative (oriented)
approach (Creswell, 2003) is based on the researcher’s intent to gain an insight into the role of
the mentor in the identity construction of a small group of participants on a New Frontiers
Entrepreneur Development Programme and the behaviour and perceptions of same by the
mentees.
The main data collection methods include the Pictor technique, narrative and semi-structured
interviews, participant observation by the researcher, and a questionnaire focusing on the
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Theory of Planned Behaviour. The data collection is based in South-West region of Ireland
working with the Kerry. Cork and Limerick’s New Frontiers Entrepreneur Development
Programmes.
The theoretical assumptions underlying this research came from the research applied in
interpretive practice using a phenomenological approach. This is based on the belief that
reality is constructed through social interactions and it cannot be measured unless one
interacts with it in real time. The research strategy adopted is a social constructive, discursive
approach that studies the role of mentors in the identity construction of the nascent
entrepreneur and entrepreneurial education including retlexivity and experimentation.
4.2 RESEARCH METHODOLOGY
Based on the philosophical norms adopted by the researcher the study can be classified as
taking the social constructivist view.

Social constructivism according to Crotty (1998)

suggests that individuals seek to understand the world surrounding them and create subjective
meanings towards objects or things.
Crotty (1998) has identified a number of norms which underline this type of research. First
the “meanings are created by human beings as they engage with the world they are
interpreting [...]” (Cresuell, 2009, p.8). This implies that the meaning of the information is
social and arises out of the engagement with the society. The meaning however, can be
influenced by the context and the setting in which the interaction happens. Second, it is also
assumed that each individual is born into a world of meaning and it is pre-imposed on us by
our culture (Creswell, 2009). The researcher therefore seeks to understand the setting, the
context of the behaviour and to gather the data personally.
In order to analyse the role that a mentor has in entrepreneurial learning, reflexivity,
experimentation and identity creation, the researcher has adopted the phenomenological
method of inquiry. This strategy will allow the researcher to study the members of the
selected groups in a natural setting over a period of time through the collection of
observational and interview data. “Natural” setting in this study means that the variables were
not manipulated by the researcher. The qualitative approach also allows the researcher to
bring personal values and personal experiences into this study (Creswell, 2009).
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i'he purpose behind the use of the phenomenologieal approach in this study is to clarify the
essence of the lived experience of the mentees throughout their entrepreneurial journey and
the impact that mentorship had on the development of their identity. This will be sought
through an accurate description of their mentoring experience throughout the programme.
According to Streubert and Carpenter (1999, p.48) (cited in Vilakati, 2009, p.50),
phenomenology is used for the following purposes:

“•clarifying the nature of being human
•expanding awareness about a certain phenomenon
•fostering human responsibility in the construction of realities
•tightening the bond between experiences and the concepts and theories used to
explain those experiences”.
The above criteria correspond with the nature of this study; therefore the phenomenological
approach will be used as the basis of the investigation of mentorship and identity construction
phenomena from the perspective of the mentor and the mentee in the New Frontiers
entrepreneur Development Programme.
As the overall methodology applied to this study is underpinned in the phenomenological
approach, this will now be examined below in order to Justify the use of interviews and other
data collection tools employed by the researcher in this study.
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4.2.1

Phenomenological Approach to Research

4.2.1.1 Phenomenology Defined
Phenomenology is a qualitative research approach which begins with an experience or a
situation, where the researcher through the narration process investigates the effects and
perception of a particular experience.

Phenomenology is a term which captures both the

philosophical movement and also through a variety of research approaches. According to
Katie (2011) this philosophical movement was initiated by Husserl (1859-1838) but later
reorganised by Heidegger (1889-1976) who focused on existential and interpretive
dimensions of the philosophy, rather than the consciousness and the essences of the
occurrences.
According to Van Manen (2007, p.l2), phenomenology is concerned with reflecting on the
actual human experience, which should be free from any “theoretical, prejudicial and
suppositional influence. Thus, phenomenology describes a lived experience without making
any previous assumptions about the reality of these experiences,

fhis method enables the

researcher to interpret an experience or situation by listening to stories of the individuals/
participants which are looked at through the eyes of the individuals. As stated by Willis
(2007, p.53) “phenomenology (is) focused on the subjectivity of reality, continually pointing
out the need to understand how humans view themselves and the world around them”.
Similarly Langdridge (2007, cited in Kafle, 2011, p.l82) stated that phenomenology focuses
on one’s perception of the world surrounding them and what this world means to them, the
goal in this approach is to focus on people's lived experiences. This means that the key in the
phenomenological approach is the interpretation of the experience and the phenomena,
therefore, this method is often said to be descriptive rather than exploratory in nature as stated
by Smith (2009).
The phenomenological approach enables investigation of various experiences and allows for
comparison of similar conditions or events (Bound, 2011). The researcher is equally able to
examine single experiences at particular points of time, but also opposite experiences for
example, the view of the match from the eyes of the winning team and the eyes of the losing
team respectively. Here the researcher will be in a position to examine the perception that the
mentor and the mentee both have of the mentoring relationship. The focus of phenomenology
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is to understand the events or conditions from the perspective of the persons being
investigated by the researcher (Willis, 2007).
Max Van Manen (2007) compares the above approach to a journey of discovery of the
meaning driven by fascination, which carries enormous reward to the researcher.
Phenomenologists through engagement with participants are able to direct the gaze to the
areas where meaning initiates and where further exploration is possible. Therefore, both the
phenomena (the event) and the experience (the meaning) are captured as a result.
Validity is yet another aspect of the research methodology which needs to be taken into
consideration. Phenomenology is perceived to be a universal structure, which enables the
researcher to adjust methods used to best capture and understand the subject of the research.
According to Willis (2007, p.l08) “understanding often calls for different forms of research
and different ways of reporting the results of research”. Phenomenology achieves the validity
by focusing on the research question and it creates data by prompting in-depth personal story
telling which provides the overall experience of the individual (Bound, 2011).
4.2.1.2 Phenomenological Types
In the literature, phenomenology is divided into two types, that is hermeneutic and
transcendental or philosophical as outlined by Creswell (2007, p.50).

fliis dissertation will

focus on the first, as this approach enables the study of the language and it investigates how
people interpret their lives and make meaning of their experiences (Cohen et ah, 2000). This
will be achieved through interviews, participant observations and the empirical processes
applied by the researcher throughout this dissertation.
4.2.1.3 Hermeneutic Phenomenology
Hermeneutics is a word of Greek origin and refers to an explanation or translation as
highlighted by Crotty (1998). It is derived from the Greek verb, hermeneueuin, meaning to
interpret (Cashin, 2003). The hermeneutic phenomenology looks at how the phenomena is
interpreted by the individual experiencing it rather than how it is structured. This means, as
stated by Cohen et al. (2000), hermeneutic phenomenology studies how people interpret their
lives as well as experiences and how they make meanings of those phenomenas. Under this
category, both the language (tradition exercised by a group of people) and the user of the
language are studied. Cohen et al. (2000) stressed that in order to achieve meaningful
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understanding the individual and the tradition must be taken into eonsideration, when ereating
the meaning. Therefore, it is true to say that hermeneutics tries to understand human actions
in thie context of a particular situation (Willis, 2007).
4.2.1.4 Transcendental Phenomenology
franseendental phenomenology on the other hand adheres to the notion that “experience is to
be tiranscended to discover reality” (Kafle, 2011, p.l86). According to Moerer-Urdahl and
Creswell (2004, p.2) meaning is the core to this phenomena, a method of “acquiring and
collecting data that explicates the essence of human experience”. The focus here lies on
discovering and describing the lived world.

Under this type of phenomenology, the

researcher is required to develop clusters of meaning as there can be numerous interpretations
of the participants’ experiences,

fhis leads to “reducing the information to significant

statements or quotes and combines the statements into themes” (Creswell, 2007, p.60). Once
themes are created, the researcher “develops a textural description...what the participants
experienced and a structural description...how they experienced it in terms of conditions,
situations or contexf’ (Creswell, 2007, p.60). Overall experience of the individual becomes
captured as a result.
4.2.1.5 Advantages and disadvantages of the phenoinenologieal method
fhe phenomenology method is ideal for researching human experiences (Wimpenny and Gass
2000, p.l486 cited in Vilakati, 2007, p.49) where concealed meaning, which is captured
within the words of the story-teller, can be unravelled. Furthermore, phenomenology as a
research method is a “rigorous, critical, systematic investigation of phenomena” (Streubert
and Carpenter 1999, p. 48 cited in Vilakati, 2007, p 49) which enables the researcher to get to
the bottom of the studied experience. Personal comment and insight can be uncovered by the
researcher through the engagement with the respondent (Neville, 2007). It also enables the
researcher to adjust to new issues and ideas as they emerge throughout the study. Further
clarification of the meaning or one’s perception can also be sought, as the process of
gathering data is simple and natural.
On the other hand, the disadvantages of this research method are concerned with the sample
size, presentation of results, subjectivity of the data and the high dependency on the
participants in the study. Collection of data, analysis and interpretation, as highlighted by
Armstrong (2009) can be difficult when it comes to qualitative research. The researcher
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cannot exercise bias.

The sample size in phenomenological research is usually small,

therefore generalisation to the wider community cannot be aehieved (Neville, 2007). The
richness of the data collected depends highly on the skills of the researcher but also on the
interest and articulation of the research participants.
However, the findings of the researeh signifieantly outweigh the disadvantages of this
method. The discovery of the meaning and understanding of the “lived experience” of the
participants is exciting and often leads to development of new theories and methods. Due to
the nature of the research, that is the study of human experiences on a formal mentoring
programme, the choice of the research design was straight forward, as the research
methodology, which is discussed above, led to adaptation of a qualitative paradigm. The
choice of the overall researeh design will be discussed next.
4.3 RESEARCH DESIGN

Research design is defined by Burns and Grove (2003, p.l95) as “a blueprint for eonducting a
study with maximum control over factors that may interfere with the validity of the findings”.
Parahoo (1997, p.l42) on the other hand sees a research design as “a plan that describes how,
when and where data are to be collected and analysed”. From the researcher’s perspective,
research design provides a framework that structures and organises the data collection and
research findings.
Table 8 below illustrates the research methodology techniques employed for this study.
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Table 8: Summary of Research Design.
Literature Review Academic Text Books; Conference Papers; Journals and the Internet

Data Required

Methods of Data
Collection

Data Analysis
Techniques

fhe study aims to answer the following research questions:
1. How do mentors encourage experimentation?
2. In what ways do mentors stimulate refJexivity?
3. In what ways do mentors help nascent entrepreneurs extend
awareness of the possibilities for their business?
4. What network eonnections are facilitated by mentors?
Qualitative Research
Phase 1: Pilot Study
Participants of the MBA programme at the Institute of technology
Tralee. Methods employed included Observation and Semi-structured
Interviews
Phase 2:Pictor Technique
This technique was used with the participants of the New Frontiers
Entrepreneur Development Programme.
Phase 3:Semi-structured Interv iews
Quantitative Research
Phase4: Predictive Index (Personality Testing)
PhaseS: An on-line Survey (Theory of Planned Behaviour)
Transcription; Excel; Statistical Package for the Social Sciences
(SPSS)

Source: Current Research (2014)
I'his study is qualitative in nature and focuses on the impact that mentorship has on the
identity construetion of the nascent entrepreneur.
4.4 Sampling Method
Sampling was defined as “a proportion of a population” (Polit et ah, 2001, p.234).
carefully selected sample can provide representative data for the entire population,

A
fhe

sample was chosen from a group of nascent entrepreneurs that undergo an educational
intervention and work under mentoring supervision.
4.4.1 Sample
fhe population for this study consisted of MBA students from the Institute of Teehnology
Tralee for the pilot study and the New Frontiers Entrepreneur Development Programme
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participants and some well-established entrepreneurs in the south-west region of Ireland for
the main study, fhe MBA group consists of males and females from both public and private
sectors, with pharmaceutical, science, food and business sector backgrounds.

MBA

participants are involved in a formal programme which requires partieipants to have a mentor.
The New Frontiers Entrepreneur Development Programme on the other hand is operated by
the Institutes of Teehnology in Ireland and targets high-potential entrepreneurs with the
commitment and competence required to develop and deliver sustainable businesses. This
programme is targeted at entrepreneurs with early stage start-up companies. They are located
in the south west of Ireland, incorporating entrepreneurs from a diversity of business sectors
and also includes both males and females.
A sample of 10 nascent entrepreneurs was identified from the New Frontiers Entrepreneur
Development Programme, while the entire population (n^l2) was taken into consideration in
the MBA programme. I'his small sample has some limitations with regard to generalisability
(Berg, 1995). The use of small samples however, is typical of qualitative research (Eincoln et
al., 1981; Henning et al., 2004). Qualitative inquiry is suited to smaller samples as it allows
for more a precise account to widen one’s understanding on a particular subject (Elliot, et al.,
1999).
fhe non-probability sample was used and applied to the New Frontiers Entrepreneur
Development Programme. Non-probability sample means that “there are no known inclusion
probabilities” as stated by Wretman (2010, p.31). fhe individuals who are based in the south
west region of Ireland were seleeted on the basis of volunteer and judgement sample.
4.5 METHODS USED
Hancock (2007 et al., p.4) states that “qualitative research attempts to broaden and/ or deepen
our understanding of how things came to be the way they are in our social world”, therefore
once the researcher explores human experiences, behaviours or looks at a “real-life” eontext,
then qualitative research methods should be used. Qualitative researehers, aecording to the
literature, typically rely on four methods for gathering research data and these include:
participating in the setting, observing directly, interviewing in depth, and analysing
documents and material culture.
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The researcher adopted the primary qualitative methods of data collection. These methods
included observation, in-depth semi-structured interviews, review of documentation and lastly
the questionnaires. A mixed method approach was used in order to ensure that patterns and
qualities shared by individuals were not ignored in the process. It was proposed to use some
close-ended questions and identify the attitudes and experiences of the participants as noted
by their pre- and post-educational programme’ intervention to identify any patterns, qualities
shared between participants. The researcher also used some of the secondary qualitative
methods of data collection such as content analysis and narrative analysis, which will be
analysed below.
The qualitative questions posed to individuals during the interview or throughout the
questionnaire were based on the literature review, theory already available in the mentoring
field and the researcher’s experience and knowledge.

Individuals were asked open-ended

questions, with the focus on attaining rich, detailed information from each participant. The
Pietor Technique was adopted to the needs of the mentor and the mentee to capture their
perspective on the relationship. The qualitative questions on the other hand were created to
cross examine the findings from the literature as well as findings from the empirical data.
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4.5.1 Qualitative Research Component
The researcher has adopted a qualitative approach for this study. Gibbs (2007, p.lO) defined
qualitative research as “an intention to approach the world “out there” and to understand,
describe and sometimes explain social phenomena “from the inside” in a number of different
ways”.

This can be achieved through analysing the experience of individuals/groups,

analysing interactions and communications in the process of making and/or analysing the
documents that outline the experiences or interactions. Qualitative data allows the researcher
to actively engage in the making of meaning from the text or with the subject under study
(l^erg, 1995, Gibbs, 2007). According to Berg (1995) qualitative research is concerned with
the meaning of learning, experience and language. It aims at enriching one's understanding
of human experience and is highly dependent on the context in which the behaviour happens.
Thus, the researcher's own subjectivity is believed to inform interpretation of data collected
and consequent findings.
As previously stated the qualitative approach to entrepreneurship is not widely applied and the
majority, up to 89% of papers on entrepreneurship apply a quantitative approach. Hindle
(2004, p.577) stated that qualitative approaches are “demonstrably underrepresented in
entrepreneurship research” while some of the reasons identified behind this trend include
production of descriptive research and research of doubtful standard as agued by Neergaard
and IJlhoi (2007). Traditionally, quantitative approaches due to its rigour and stringency
resulted

in

more

publications

in

comparison

to

qualitative

comprehensive, generalisable and precise results (Babbie, 2010).

methods,

producing

The dominance of the

quantitative orientation of the researchers was also illustrated by reviews carried out by
Chandler and Lyon (2001) and McDonald et al. (2004 cited in Neergaard and Ulhoi, 2007).
The review of the literature between 1989 and 1999 by Chandler and Lyon (2001) found that
only 18 per cent of 418 papers were qualitative in nature (Seymour, 2012), while McDonald
et al. (2004) demonstrated that the majority of 2,234 articles reviewed also used quantitative
methods of enquiry, showing a considerable preference towards numerical and statistical
research.
Although many studies focus on quantitative methods, this study will use qualitative
approaches predominately as it offers the researcher an opportunity for discovery of meaning
and production of significant research outcomes. Moreover, the use of qualitative methods
provides the researcher with flexibility, the possibility of obtaining rich, in-depth data
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regarding one's attitudes and perceptions towards a particular phenomenon and also
motivations behind decisions and actions.

Ihis is carried out usually face-to-face, with the

use of interviews and in an unstructured, natural manner (Denzin and Lincoln, 2000).
fhe researcher is concerned with learning about one’s mentoring experiences and the role the
mentor may have in the mentee’s identity construction.

The research questions are

particularly suited for qualitative research design because the topic investigated is descriptive
in nature and could not be investigated with the use of numerical or statistical means of
quantification.
In conclusion, the qualitative methodology is the more suitable research method for studying
mentorship and the impact it has on the nascent entrepreneur’s identity construction.
Although, theories explaining attachment styles, mentorship, entrepreneurship and identity
construction are available, a strong rationale exists for choosing the above approach
(Creswell, 2003), as behaviour and perception of this particular, small group of participants in
the New Frontiers Eintrepreneur Development Programme needs to be explored and captured
by the researcher.
4.5.2 The “Pictor” Technique

It was agreed to use the Pictor technique to examine the relationships of the New Frontier
F-ntrepreneur Development Programme participants.
fhe Pictor technique is used to identify the relationships between the participants and their
role models, mentors and networks. The resulting visual is then used to inform the discussion
on the participant’s experience of their relationships.

Phis technique examines the

collaboration identified by the individual while still fresh in one’s mind (King, 2013).

It

refers to a situation where a person needs to collaborate, that means work closely, with
individuals from different professional backgrounds in order to achieve their goals or carry
out their work (King and Melvin, 2008).
This technique uses arrow'-shaped adhesive notes or cards that enable identification of
patterns within a relationship and one’s life (King et ah, 2013). This technique allows the
participant to visually represent and tell their story. This technique also allows the enquirer to
further question and explore one’s experiences with the use of a follow-up interview.
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The name “Pictor" derives from Personal Conslruet Psyehology and the area of
phenomenology. This teehnique facilitates the creation and exploration of meaning and the
interpretation of certain experiences by the individual. Essentially, this technique encourages
individuals to consider aspects of their everyday working life, especially the mentor-mentee
relationship (Hardy. 2010). This technique evolved from a similar method used in family
theory as stated by Hargraeves (1979) and was first applied in research by King, Ross and
Firth (2005) relating to inter-personal relationships and collaborative working.
The Pictor technique is inherently simple to apply. The individual is required to think of all
people, services and other factors that are involved in their entrepreneurial journey and write
them on separate arrow-shaped “Post-It” notes. This visual picture must include themselves
and significant other, for example the mentor. Participants are then asked to align the arrows
on a large sheet of paper in a way that represent the nature of the relationships, taking into
account the direction of the arrows and the space on the paper as proposed by Hardy (2010).
fhe space on the paper indicates how closely people work together, while the direction of the
arrows can perhaps illustrate whether people aim at the same goals or head in the same
direction (King et ah, 2010). fhe chart created by the individual becomes the reference point
for the interview where the participant explains the chart and the researcher prompts as
appropriate. The charts created also act as a focus point for the researcher as it enables him/
her to explore individual experience systematically (King et ah, 2013). The researcher should
allow 10 to 15 minutes for the participant to complete the exercise and leave the room for the
duration of the drawing. An example of a Pictor technique chart is presented below in Figure
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Figure 10: Pictor Chart (Example)
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Source: King and Horrocks (2010, p.l93)
Some of the advantages of this technique include the pace of the interview which is
appropriate to the needs of the participant, better understanding of one’s experiences and
relationships as it can be achieved through visual representation, especially if the participant
cannot verbally describe their experience. It also provides a clear blueprint for discussion and
the interview becomes structured and focused. It is important to clarify to the participant that
this is not a psychological test and it simply represents their interpretation of the relationships.
Also, additional arrows can be drawn during the probing, if additional people come to mind,
while some arrows can also be moved to represent the dynamics of the association.
To conclude, this technique is very effective, as it stimulates rellection and interpretation of
lived experience by the individual (King et al., 2010). This technique is also very popular
with participants, as it illustrates their story graphically, fhe Pictor technique can be readily
combined with phenomenological interviews achieving deep understanding and producing
high quality data as a result.
4.5.3 Observation
Observation includes systematic note taking and recording of events, behaviours, interactions,
actions and so on (Ilennink, Hutter and Bailey, 2011), in the social setting chosen for the
study by the researcher (Hancock, 2007). This tool focuses on the context in which behaviour
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happens but also the reaction of individuals in a particular social setting. Sensitivity on behalf
of the researcher is needed in order to capture the body language and expressions of
participants (Morse and Field, 1995).
Two types of observation were used in the study. Firstly, the researcher acted as a mentee
(the researcher completed a number of mentoring techniques with the mentor) and observed
the interaction from the point of view of the mentee and secondly, the researcher observed
without participation, as an external person. Participant observation, is the second most
common data collection tool in qualitative research (Morse and Field, 1995).A number of
advantages of this collection tool were identified, for example first-hand experience of the
education programme, participants and networks and data/ observation was collected and
recorded immediately after its occurrence. This provided the researcher with an overall view
of the situation and any interesting aspects of the association/' group dynamics that could be
noticed/ identified. (9ne of the main disadvantages was the fact that participants were aware
of the researcher’s presence. This awareness diminished significantly, eventually vanishing
as participants focused on the relevant tasks and activities. This method is also very labour
intensive and costly, as identified by Quinn Patton (2002).

The overall success and the

quality of the data collected is highly dependent on the researcher’s talents, that is the ability
to make social contact, observe, listen and search for deep meaning without ignoring the
“obvious”, d his tool was used at the initial stages of the study and later was used alongside
the interviews as suggested by flennik et al. (2011).
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4.5.4 Interviews
According to Silverman (2000, p.lOO) a "research interview is to explore the views,
experiences, beliefs and/ or motivations of individuals on specifie matters.

Qualitative

methods, such as interviews, are believed to provide a ‘deeper' understanding of social
phenomena than would be obtained from purely quantitative methods,

such as

questionnaires.” Matters in this study included the mentor-mentee relationship and the role
that the mentor has on the development of the identity, reflexivity and experimentation of the
mentee.
Interviews were conducted with the 12 MBA participants and 10 members of the New
Frontiers Entrepreneur Development Programme. Gratton and Jones (2010) suggest using
interviews when in depth information or explanation rather than descriptions are needed.
Some limitations of this method identified by Welch (2004) include high dependency on the
relationship that develops between a researcher and the person being interviewed; tendency to
be biased, or tendency to impose one's finding on the interviewee.

Additionally, the

interview is not conducted in the natural environment of the interviewee which can have an
impact on the behaviour and the responses of the individual (Creswell, 2009).

These

limitations can be minimised, once the researcher is prepared and fully understands the
purpose and proeess of the interview.

These limitations are often outweighed by the

advantages that this method provides.
(jray (2004) highlighted the following advantages of interviews as a research instrument. The
researcher can attain highly personalised data - in depth, rich information on the research
subject, opportunities for probing arise - queries can be answered/ explained, response rate is
high. Sufficient time/ support can be given to respondents who are not fluent in the native
language of the eountry and who are not able to understand the written language. There are
also several types of interviews available to the researeher.
•

Structured and Semi-structured Interviews

Structured and semi-structured interview techniques were used to analyse the mentoring
support networks that were used by participants and the programmes.
Structured interviews operate on the basis of a questionnaire, where the researcher reads out
the questions and fills in the blank; semi-structured interviews, on the other hand focus on the
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pre-defined questions where additional details, explanation are sought (Bhamani Kajornboon,
2005). The inquirer is allowed flexibility and the “‘order in whieh the various topics are dealt
with and the wording of the questions are left to the interviewer” (Corbetta, 2003 p.270).
The advantage of the semi-structured interview is the option of probing, where clarification
and relevant issues raised by the respondent can be explored further (Barriball and While,
1994). It increases the validity and reliability of data collected. Although, the researcher has
an interview schedule in place, s/he is given flexibility when it comes to the structure or
wording of questions, while the interview schedule provides a guide to the interviewer.
Structured interviews on the other hand lack this flexibility. This method can be seen as a
ticking boxes exercise, where the quality of data collected is highly dependent on the
interviewee (Woods, 2011). The advantage of this method allows replication of the interview
with several individuals and generalisation to the entire population under the study. The
questionnaire is an example of a structured interview that was used by the researcher in this
study. Structured interviews were carried out face-to-face, via telephone or on-line.
Some disadvantages of the above methods include the possibility of bias, the respondents can
feel uncomfortable talking versus filling out a questionnaire in the case of a semi-structured
interviews and it can be also very labour intensive and time consuming (Woods, 2011).
However, the depth and the quality of the data collected, once the interview was carried out
effectively, immensely outweigh the disadvantages mentioned above.
•

Unstructured Interviews

Unstructured interviews, as highlighted by Gratton and Jones (2010), are associated with the
respondent taking charge of the interview process, fhe researcher has a general list of topics
to be covered, while the respondent presents the answers from his or her perspective. Further
probing occurs once the researcher identifies important areas; otherwise the interviewee is in
charge of the conversation. This method in particular was used during the interview process
with established entrepreneurs where personal views on mentoring networks/ support groups
were sought. One of the major pitfalls of this type of interview process is that the data may
laek focus and application.

The researcher must bear in mind the reason for the interview

and refocus the partieipants if s/he becomes distracted during the process however,
interference from the researcher should be limited.
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4.5.5

Questionnaires (Struetured Interviews)

The questionnaire, aeeording to Gratton and Jones (2010, p.l26) is a “standardised set of
questions to gain information from a subject", while Franklin and Osborne (1971, p.59) define
it as “an instrument consisting of a series of questions and/ or attitude opinion statements
designed to elicit responses which can be converted into measures of the variable under
investigation".
Questionnaires fall into four categories, that is face-to-face, on-line, postal and telephone
questionnaire.

The researcher used two types of data collection that is face-to-face

questionnaire and on-line (e-mail). The on-line questionnaire was used due to logistical and
time challenges faced by MBA participants at the time of data collection.
The researcher identified the following advantages of questionnaire usage: accessibility,
where access to dispersed group members can be achieved; anonymity - may encourage the
participants to disclose sensitive information, be truthful and can potentially increase validity
of the data collected. Some other advantages include increased time for the respondents to
complete it, data can be easily compared between individuals/ groups and lastly data provided
is structured and ready for analysis. Questionnaires however, have certain limitations for
example low response rate, complexity of questions, inability to probe if responses are
intriguing or unclear and lastly the researcher has no control over who and when the
questionnaire is completed by or when it is completed, unless face-to-face distribution is used.
fhe questionnaire was designed to capture the development of the mentor-mentee relationship
from the points of view of both participants. A three-stage questionnaire process was applied
that consisted of open- and close-ended questions.
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4.6 RESEARCH SETTING
rhe researcher carried out a pilot study with 12 participants of the MBA programme at the
Institute of Technology Tralee and shadowed 10 nascent entrepreneurs during an
entrepreneurial educational programme. I1ie researcher also liaised with 9 mentors on the
programme.

The variety of mentoring networks used by the nascent entrepreneurs were

analysed, in order to identify any “new”, previously “unidentified” factors which may have
influenced the development of participants.
I'his study was conducted at the Institute of Technology Tralee (ITT), as this institute has a
long involvement in the area of Entrepreneurship and Entrepreneurial Education. The South
West region where Institute of Technology Tralee is located was voted the European
Entrepreneurship Region for 2011. fhis study fits with the overall agenda of the south west
region, local businesses, business incubation centres. Enterprise Ireland and Enterprise Boards
where entrepreneurship is at the heart of all initiatives/ processes.
The Institute of fechnology Tralee and the region offered the researcher access to participants
of the MBA. Enterprise Ireland provided access to participants in the New Frontiers
Entrepreneur Development Programme. Several, well established entrepreneurs are also
located in this region, therefore it was advantageous for the inquirer to base and conduct the
research in this geographical location.
4.7 RESEARCH POPULATION
Permission was sought and successfully granted to shadow 10 nascent entrepreneurs
participating in the New Frontiers Entrepreneur Development Programme that is co-ordinated
by the Limerick Institute of Technology (LIT) and the Institute of Technology Tralee. An
official letter was written to the Head of Development in the Institute of Technology Tralee to
seek “access” permission,

fhe researcher gained access to the research field successfully.

The access to the 12 MBA participants has been gained through the director of the programme
who co-ordinates and delivers the MBA programme at the Institute of Technology, Tralee.
Information about the purpose of the enquiry was highlighted to all MBA participants prior to
the data collection (Scott and Morrisson, 2005). According to Scott and Morrisson (2005) the
consent for access from the Institution is needed in order to gain admission to Institutional
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resources and programme participants. It is a process that involves negotiation and judgement
in regard to the amount of information that is to be given to external stakeholders at the time.
4.8 PRIMARY METHODS USED
4.8.1 The Pilot Study
4.8.1.1 Pilot Study Population

The researcher engaged with the 12 participants of the Institute of Technology Tralee MBA
programme.

Ihis group was used as a pilot before the crucial engagement with the

participants of the New Frontiers Entrepreneur Development Programme which is operated by
the local Institutes of Fechnology in Ireland and which will provide the researcher with
findings for this study.
The ITT MBA programme is run over 24-months on a part-time basis and is designed for
experienced managers, professionals, entrepreneurs and executives who wish to gain a
Masters qualification, furthering their professional development under the direction of a
mentor,

fhe group consists of 12 members, male and female, from both the public and

private sectors, with pharmaceutical, science, food and business sector backgrounds. The
individuals worked with a formal mentor as part of a formal educational programme.
4.8.1.2 Empirical Data Collection Process

fhe researcher used semi-structured questionnaires that consisted of closed-ended and openended questions in order to get an insight into the mentor - mentee relationships within the
MBA programme. This method was selected based on the methodology being considered for
the overall study, allowing it to be tested, amended and adapted accordingly based on the
learning received during the pilot study.
Phase 1 of the empirical research was conducted on the day of an assigned workshop between
mentors and the mentees, while absentees were contacted through e-mail. The second
engagement was conducted one to one with the participants of the ITT MBA programme
which were agreed after the initial meeting with them.
Phase 1 of empirical research - first engagement
Phase 1 was directed towards acquiring a general perception of mentorship and the process
that was undertaken in order to establish the mentor-mentee pairings. The literature review on
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mentoring has guided the researeher throughout the question ereation proeess, where eertain
intriguing aspeets of potential mentor-mentee relationship were identified.
Phase I of empirical research - second engagement
The second engagement with the Institute of Technology Tralee MBA participants related to
the overall progression of the mentoring relationship and perceived improvement or perhaps
deterioration of the relationship in each case. The areas of trust and the development of a
bond between the individuals along with the entrepreneurial learning were addressed within a
structured questionnaire. The second engagement was eondueted only with the mentees to
capture their entrepreneurial learning and their overall perception of the relationship. The
reason why the researeher engaged with the mentees only was the fact that they were best
placed to describe their perception of their personal development during the mentoring
process. The final response rate was 67% (eight respondents) with the key findings identified
below.
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4.8.1.3 Findings - The Pilot Study
4.8.1.3.1 Understanding the Coneept of Mentorship
Due to the terms mentorship and eoaehing being used interehangeably, the participants were
asked to select one out of two definitions which in their opinion represented their perception
of mentorship. The literature pictures mentorship as a developmental relationship which is
much more profound and deeper than coaching. All of the respondents defined mentorship as
“an enabling relationship that facilitates another’s personal growth and developmenf’
(Palmer, 2000, p.l89) highlighting the behavioural change which is aimed to be achieved
through engagement in mentorship. The literature also states that mentors represent the “grey
hair” population, meaning that the mentor is usually the more knowledgeable and experienced
individual in the association. This association in terms of the mentor’s role in the relationship
was evident throughout the responses however, the age distinction was not as apparent. The
age of the mentor population was between 30 and 60 years of age, with the average age
profile of the MBA participants being 43 years old.

fhere was no significant difference

between the educational background of the mentors and the mentees however, the
professional experience possessed by the mentors was not measured. It could be assumed that
mentors have a wide array of professional know-how, as six (75%) of those questioned had
previous mentoring experience, suggesting that their 'knowledge’ was in demand. Mentees,
on the other hand had no previous mentoring experience, meaning that their current mentormentee relationship would become the reference point for their future mentorship
opportunities.
Having identified mentorship correctly and having looked at the general profile of the
participants, individuals were asked to explain the role of a mentor, in order to test the theory
that mentorship is associated with showing the ropes and guidance (Chen, 2010). Participants
identified three functions that should be performed by the mentor. These functions included
“sounding board”, “guidance” and “advice”, with three mentees listing guidance and advice
as the main two roles. This is common with mentoring definitions and roles identified in the
literature. Mentors on the other hand perceived their role, as a “sounding board” with six
respondents listing it as their main function, while four suggested guidance as being key.
According to Kram (1984) the mentoring relationship is embedded within a career context,
therefore professional advancement is being sought through such engagement.

Mentees

sought a mentor who could aid their growth and development and assist their transition from
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beginning to end of the MBA programme. Three mentees sought networking opportunities
and assistance in networking from their mentors, suggesting that mentors with professional
and sector specific experience and networks - so called expert mentors, were preferred. The
main reason why individuals become mentors, as identified by the MBA programme mentors,
is to assist and build-up the knowledge that could potentially benefit the mentee in their
professional developmental Journey. Even though this mentoring relationship is formal in
nature, some element of voluntary participation was present, that being at the discretion of
and based on the willingness to mentor.
4.8.1.3.2 Creation of Mentoring Pairs
fhe literature reviewed has suggested the importance of recruitment and allocation of the
correct mentor to the mentee. Further enquiry into the selection process of the mentors and
the mentees on the programme highlighted that six (60%) of the mentors were assigned a
mentee by an external person or programme co-ordinator, with the remainder identifying their
own. Further investigation was needed into the selection process, especially the criteria being
used and the reasons behind final selection of the mentor - mentee pairs, fhe literature has
suggested the use of cognitive style and a variety of personality tests as effective tools for
mentor selection.
fhe theory favours the voluntary associations ahead of formal, forced associations as
voluntary mentoring is more effective because it relies on one’s self-motivation of the
individuals involved.

The above matching by the external coordinator illustrates that

mentorship has become assigned/ forced rather than a voluntary phenomenon.

This can

impact on motivation, satisfaction levels, results and the overall experience for both
participants, fhe process was not in compliance with the literature.
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4.8.1.3.3 Mentoring Structures
I^ach individual has a preferred mentorship structure, whether it is formal or informal in
nature. Some theorists argue that voluntary structure is more effective due to its fluid and
natural development; while others suggest that without clear purpose the relationship will fail,
suggesting that formal intervention is needed.
The questionnaire investigated the perception of participants with regard to the structure of
the relationship and the topics discussed between the mentor and the mentee. Six participants
discussed both professional and personal subjects, while one focused on professional matters
only. This had an impact on the structure adopted in the relationship. One claimed that their
relationship was very formal in nature, with a clear sense of direction and purpose, one
maintained that their mentoring relationship was casual and unstructured, while the remaining
six stated that it was a combination of both types, w here the relationship was unstructured and
formal. The structure then depended on the situation that members find themselves in and the
challenges they face at the time. Lacey (1999, p.3) believes that “true mentoring only occurs
spontaneously”, without strict timetabling and scheduling.
When probed further, one mentee saw themselves as a student when it comes to mentoring
relations, with the mentor being their master, suggesting the formal structure of the
relationship.
Due to time constraints, it would appear that as the programme is run on a formal basis, the
relationships must fulfil certain goals and were not self-directed.

fhe majority of the

mentoring pairs however did try to incorporate both the informal and formal structures,
suggesting that the adaptation of informal structure can lead to the development of a trust
bond between individuals, which is often absent in purely formal associations.
4.8.1.3.4 Creation of Relationships
Relationships are reciprocal and exist between two or more individuals. Relationships follow
a lifecycle which according to Knapp (1978) follows 10 phases. Individuals go through the
initiation stage very quickly, as they have to work with each other on the programme and
therefore immediately progress to the experimenting stage where they learn about one
another.

At this stage individuals decide whether to continue or withdraw from the

relationship.
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When probed about their mentoring relationships with particular focus being given to the
bond and the foundations of the relationship all 12 participants stated that in their opinion they
had a lot in common with their mentor. Six responded that they did not know their mentor
well. This would suggest that the relationship was based on professional grounds rather than
a personal bond or understanding.
Some participants therefore did not progress from the experimenting to the intensifying stage
of the relationship lifecycle, where a more intimate and advanced level of communication
happens. In order to measure such progression, the mentees were asked about the matters
discussed with their mentors. All 12 mentees would seek professional help, with eight seeking
personal advice. It would be beneficial to know what participants define as personal advice,
as mentee POOl stated ''while we spoke about our personal lives it alw’ays reverted hack to
our professional careers'". This would suggest that the personal bond between individuals
would be like a scratch on the surface, meaning that it would consist only of very general
information about the individuaf s personal life. All twelve mentees responded that they did
not feel emotionally attached to their mentors, suggesting that the relationship was not very
advanced and the individuals were not dependent on one another. This would suggest that
individuals on the MBA programme did not progress onto the integrating stage, where shared
identity between individuals would have been created. High levels of trust were not present
in order to progress the relationships further.
'fhe coming apart stages of Knapp’s (1978) relationship lifecycle were not measured due to
the nature of the programme, as continuous engagement with all participants was not
attainable.
Communication patterns and time allocated to the relationship were also investigated. The
majority of the mentors and the mentees used the following means of communication: face-toface, telephone and e-mail (eight respondents); three participants used face-to-face meetings
and e-mail, while one uses only face-to-face communication.

Although, means of

communication are so diverse and widely available, the mentors and the mentees met only
once a month (all respondents). On average, the time spent with the mentor/ mentee takes 1.5
hours, with meeting lengths ranging from a minimum of 30 minutes to a maximum of three
hours.
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rhe above communication patterns could also intluence the inability to form trust and the
bond between mentor and the mentee. I he interaction between participants was not sufficient
to achieve behavioural change.
flowever, regardless of the number of meetings and the time allocated to the mentee, three
participants claimed that their mentor/ mentee relationship was “very good’' and they “agree”
that they had a lot in common with their mentor/mentee. Only one respondent believed that
their relationship was “very good” and they “strongly agreed” that they had a lot in common
with their mentor/ mentee.

Similarly, two stated that their relationship was “very good”

however they “disagreed” that they had a lot in common with the other individual. Four
group members stated that their relationship was “good” and they “strongly agreed” that they
had a lot in common, while one “agree” on commonality and their relationship was “good”.
These findings illustrate that the basic requirements of the mentor-mentee relationship were
satisfied. However, the lack of the alignment between both individuals was evident,

fhis

could be caused by the external interference during the initiation phase of the relationship,
where the mentors and the mentees were assigned their partners.
This could also suggest that individuals were more concerned with skill learning rather than
the overall personal growth hence the association was a success.
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4.8.1.3.5 Quality of the Relationship
I'he majority of those questioned agreed that the level of satisfaetion with the relationship was
moderate, with three respondents illustrating a high, relational level of quality. Throughout
the relationship it appeared that six of the relationships had improved with the remaining six
deteriorating with time.

The relational level of quality transpired through good

understanding, more open type relationships enabling the mentee to ask more detailed and
personal questions, while trust and eommunieation between both parties tended to improve
with time,

fhe traditional relationship on the other hand deteriorated with time, while the

eontaet between the mentor and the mentee was insuffieient.

Some of the ehallenges

identified throughout the interviews were time eonstraints, loeation and busy sehedules, whieh
were pereeived to impaet on the overall quality levels of the relationship.
4.8.1.3.6 Leadership within the Relationship
The researeher posed the following question to the MBA partieipants: '"Most mentors regard
their role in the mentor-mentee relationship as a leadership role. Do you agree or disagree
with the this statement?".

All mentors “disagreed” with this statement, stating that

mentorship was a two-way relationship and should be eoneerned with faeilitating rather than
leading. The mentee was the one in the eyes of the mentor, pereeived as being the one who
led the relationship. Half of the mentees supported this view, highlighting the need for the
mentee to take eharge and eollaboration of the relationship. The remaining half however,
stated that the mentor should provide the direetion, guidanee, experienee and leadership in the
relationship. Daft (2008) assoeiated leadership with the eoneept of an exehange whieh takes
place between the mentor and the mentee.

The relationship was not dominated by one

individual, rather each party was said to contribute towards the relationship as well as benefit
from the association. The aspect of leadership should be highlighted at the initiation phase of
the relationship to ensure that each party knows their roles, responsibilities and expectations.
Otherwise it can lead to eonfict later on in the association.
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4.8.1.3.7 Challenges within Mentoring Relationship
The respondents identified some ehallenges that prohibited them from fully eommitting to the
relationship. Half identified time as the biggest constraint with the remainder identifying:
management of change; distance constraints; arrangement of work experience or becoming
less focused or no constraints. The time factor could be closely linked with the choice of
communication format, such as e-mail or telephone. It impacted significantly on the actual
face-to-face meeting time. Virtual mentorship could be considered, as a future means of
overcoming this challenge, where the relationship is computer-mediated as highlighted by
Bierema and Merriam (2002).
The literature supports the above, stating that the lack of time and pressure of busy schedules
puts participants under stress, causing disengagement. The mismatch and formal nature of the
programme could also be perceived as challenges, however time and location seems to be the
biggest constrain to all involved. Voluntary mentorship and selection of a mentor close by
could enhance the relationship between participants.
4.8.1.3.8 Mentoring Techniques
Clutterbuck et al. (1999) argued that each mentor should develop his or her own techniques to
encourage discussion and address a specitle purpose to do with an on-going development of
the relationship, fechniques can be positive or become a negative aspect of the mentorship,
therefore they should be tailored to the needs of the mentee. Eight of those questioned stated
that mentoring techniques benefited them throughout the relationship, fhe techniques “helped
me to consider what I really wanted in life in terms of my career [...]; take value in my own
professional experience and academic achievemenf’ (POOl, 2013).

Others suggested that

mentoring techniques gave them the focus and structure that they could follow. Four however,
disagreed and perceived mentoring techniques as limiting in nature and felt they could
interfere with rather than improve the relationship and communication.
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4.8.1.3.9 The Relationship Value
Although the mentor - mentee relationship was not optimised, it beeame evident to the
researeher that some value oeeurred regardless of the level of engagement between the
participants. The mentees when probed identified a number of things that they had learned
from their mentors. The majority of learning related to problem solving, how to approach the
problem and potentially solve it. Some of the key ideas included approaching the problem
with confidence, looking at it from different perspectives, focusing on the task in hand,
planning and having a clear vision. Other key learnings took place in the area of networking
and utilising contacts, being open minded and organised.
Additionally, when probed about support received from the mentor, mentees were divided
stating that even though the mentor was a “great moral support and had very clear advice” the
participants “lost touch a little” (POOl) over time. Others stated that support was there only
when requested (P0()6) while mentee P007 described the support as a guidance that he
received throughout the programme, fhis would illustrate that even though the relationships
did not advance, they were of value to those involved.
Teaming is a social process therefore it is acquired through interaction with others,

fhe

limited time with the mentor on the programme minimised the time for learning opportunities
resulting in the sub-optimisation of the relationship.
4.8.1.3.10 Social Interaction Opportunities
Networking is important as it provides the mentee with sources of information and experience
and facilitates learning. A number of participants of the Institute of Technology Tralee MBA
programme had benefited more from the networking opportunities than others. Fourof the
mentees did not benefit or receive networking opportunities throughout the association, while
the remainder did so or expected future opportunities to arise. According to the literature,
individuals fomi their identity through social interactions. If this interaction is limited they
are not in a position to engage in the process of social learning and identity construction. Not
all mentors are in favour of sharing their personal contacts, hence this matter should be
addressed at the initial stage of the mentoring relationship or perhaps at the start of the
programme, when the mentor is taken on board.

Perhaps, ‘sharing of networks’ should

become compulsory, in order to expose the mentee to other “mentors”, more experienced and
knowledgeable persons to facilitate the process of growing as an individual.
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4.8.1.3.11 Key Learnings

I he pilot study with the Institute of Teclinology Tralee 12 MBA participants provided the
researcher with a greater awareness of the engagement needed between programme
participants and the researcher. It has also informed the qualitative research methods for this
study. More equal level engagement with mentors and mentees is required as the role of the
mentor in identity construction of the nascent entrepreneur is investigated. Initially, too much
focus was given to the figure of the mentee and the perspective of the mentor was lost. The
pilot study indicated areas for improvements such as follow up. The Institute of fechnology
I'ralee MBA pilot study also endorsed the choice of a small sample for the greater part of the
study based on the nascent entrepreneurs on the New Frontiers Entrepreneur Development
Programme where the researcher would work with 10 mentoring pairs on the programme,
including both mentors and the mentees. Based on the pilot study research, the researcher
realised that the questions should be more narrative and discursive in nature in order to obtain
more valuable and in-depth data. The need to identify questions and/ or a technique to
capture the relationships of inHuence was also deemed to be important.
fhe biggest challenge identified by the researcher is the fact that the research population in
the main study consists of individuals who are in the process of setting up a business, fhis
means that the research population is under time pressure, hence voluntary participation of a
sufficient number of entrepreneurs in the study can prove to be difficult. The need to plan the
interview to overcome time constraints was necessary.
4.8.1.3.12 Conclusion

The participants on the Institute of Technology Tralee MBA programme illustrated the need
for balancing between formal and informal structures of the relationship. Clear purpose and
rules should be outlined at the beginning of the association to avoid confusion and
misunderstanding but participants should also feel relaxed and comfortable in each other’s
company. The causal type relationship ensured that individuals felt eonfident and free to
express their concerns and opinions, which facilitates further development and growth. Trust
between the individuals in the relationship was crucial.

External interference should be

minimised as it can lead to misalignment of the individual’s needs and expectations.
Alternative forms of mentoring, for example e-mentorship could be considered in order to
overcome the identified time challenges, especially when a programme deals with
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professionals,

fhe time and logistieal pressures ean also prohibit the relationship from

prospering, as individuals may have limited time with one another.
T o conclude, the value of mentorship is not maximised by the Institute of Technology Tralee
MBA programme participants.

The commitment by the mentor and the mentee is not

sufficient to develop a bond and a long-lasting mutual relationship where individuals learn
and support one another. The main reason behind the lack of advancement in the relationship
was the timeframe, time pressures and logistical reasons, and the requirements of the MBA
programme itself. It is right to say that some portion of a relationship was initiated between
the participants and learning took place. This would suggest that individuals engaged at some
level in the process of mentorship.
4.8.2 DATA COLLECTION INSTRUMENT WITHIN THE STUDY
I’he following research instruments were used to measure the role of the mentor on the
identity of the nascent entrepreneur; the following were:
•

fhe Pietor feehnique

•

Predictive Index

•

Interviews

•

Questionnaire

4.8.2.1 Data Collection Procedure
1'he majority of the questionnaires were distributed face-to-face to all MBA participants.
Some questionnaires at the initial stages of the mentor-mentee association were e-mailed to
participants as they were unable to attend the workshop with their mentee due to unforeseen
circumstances. The researcher ensured that the subsequent interactions with the participants
were solely face-to-face and all data was gathered simultaneously from all members of the
group.
Interviews were organised one-on-one with the New Frontiers Entrepreneur Development
Programme participants and some MBA members, while questionnaires were sent through email to the remainder, due to logistical difficulties.
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1'he researcher engaged with 20 participants t:)f the New Frontiers Entrepreneur Development
Programme (NI'EDl^). that includes lO mentors and lO mentees. The entrepreneurs were
selected randomly and the mentors were selected on the basis of working with these
entrepreneurs.
The questionnaire on the other hand was e-mailed to all past and present entrepreneurs of the
NFEDP by the Enterprise Ireland programme coordinator,

fhe researcher was unable to

access contact details to participants due to confidentiality restrictions.
4.9 ANALYTICAL TOOLS USED IN THE STUDY
4.9.1 Method of Analysis (Qualitative/Quantitative)
'I'he data analysis consisted of assigning unique codes to each questionnaire and interview
script. The mentors and the mentees were divided into two categories, while the New Frontier
participants were analysed as a unit. All questionnaires were examined for correctness and
completeness, as 100% records were needed due to the small population size.

Any

incomplete record would need to be discarded, and representation of the whole population
would not be achieved. Data collected was then entered into to the statistical programme,
quantitative data for example age, occupation, sex and other multiple choice questions, to
SPSS and all qualitative data was entered and coded into NVivo. The interviews were tape
recorded, where participants’ permission was given, scripts were then transcribed and the data
analysed. Great depth and understanding has been achieved through the interview process,
while rereading and analysis of the transcripts allowed the researcher to gain an insight into
the Pictor viewpoint and experiences of each interviewee.
Data collected was then analysed, statistical tables, word clouds, and statistical tests have
been created in order to identify patterns and outliers.
4.9.2 Predictive Index
It was decided to use this profiling tool as the nascent entrepreneurs in the targeted group had
already taken the test as part of the programme. The researcher arranged for a predictive
index expert to carry out the test with the mentors. The Predictive Index® (PI®) is a theorybased, self-report assessment technique based on behavioural psychology which aims to
measure work related personality. The work related personality is said to be a response to a
variety of environmental stimuli which are demonstrated through the activity of the individual
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(O'Leary, 2009). The Predielive Index test aims to measure four primary and two resultant
personality traits and has been validated for occupational and organisational use.

fhis

measurement is achieved through an adjective checklist which symbolises the environmental
stimuli to which the individual responds either in a positive or a negative manner. This
manner is consistent with the way in which the individual responds to the actual
environmental stimuli.
The respondents were presented with an on-line questionnaire consisting of two questions.
The first question asks the respondent “how do you perceive yourself?” and the second
question asks “how do you think others perceive you?” In order to answer the above questions
the respondents were required to select any number of adjectives from a provided list that they
feel are applicable to them. The findings were then inputted into a software programme
which creates a personality profile.

The PI index expert then meets with the group and

explains how to interpret the associated charts.
Figure 12.
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An example of such profile in provided in

Figure 11: Predictive Index Profde - Monika Dukarska

PI for Monika Dukarska Date 9/19/2013
Cupfright r 19^4 2D00 2002. 200^ bv PrMndva. Inc All nghti r»i«tT«d.

Source: PI (2014)
4 he traits are measured along a continuum, with factors ranging from extremely low to
extremely high.
continuum,

The Predietive Index establishes the position of the six drives on the

fhe four primary personality traits inelude dominance (faetor A), extroversion

(factor B), patience (faetor C) and formality (factor D). The resultant traits inelude response
rate (Faetor M also referred to as morale), whieh represents one’s stamina, the capacity of the
person to respond to the expectations of the environment and judgement (faetor E), which
measures the subjectivity or objectivity of the individual in their judgment and deeision
making (O’Leary, 2009).
Factor A represents dominance, one’s drive to exert inlluence over other people. Low factor
A means that the person is “agreeable, cooperative and comfortable working under the
supervision of others or as a member of a team” (O’ Leary, 2009, p.6), high A on the other
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hand means that the person is “eonfident, assertive, independent and sure of the value of
his/her ideas, decisions, opinions, and actions; primarily interested in the achievement of
tangible results, competitive, and determined to do more, and do it better, than others”
O’Leary, 2009, p.7).
Factor B is extroversion, it stands for the drive for social inclusion and interaction with others.
Individuals with low extroversion are said to be “serious, introspective, task oriented and
matter of fact”. They tend to think before talking or acting. High factor B means that this
individual is very social, outgoing, communicative and optimistic in nature. S/he is socially
oriented and at ease when in contact with and around other people.

Individuals having

extroversion levels above average are capable of being stimulating, enthusiastic, articulate,
and persuasive in their expression. They can achieve more through people.
Factor C represents the level of stability and consistency in one’s environment. This factor
represents patience. Individuals low in patience are tense, restless and fast-paced in their
environment, fhey are releasing that tension in action. They are very impatient for results,
they want to achieve things yesterday and function at a faster-than-average pace,

fhe

environment in which they are comfortable to operate in is fast-paced, unfamiliar, full of
uncertainty, changes quickly and is challenging. Individuals high in patience are stable, calm
and deliberate. They are very reliable, consistent and systematic in their behaviour, d'hey like
routine and tend to accept things as presented, rather than seek change,

fhey feel very

comfortable in familiar, unchanging environment and prefer to be surrounded by familiar
people.
Factor D represents the degree to which an individual seeks to confirm to formal rules and
structures. Low formality means that this individual is informal and flexible in his or her
approach to technical and social aspects of work. The primary focus for these individuals is
the end result rather than the process or details/specifics of how those results are achieved.
Individuals with low formality do not feel a strong obligation to conform to established rules
or policies. They feel comfortable with taking risk and dealing with uncertainty. High factor
D individuals on the other hand are very careful with whatever they are responsible for. They
are attentive to, and accurate with, details. They have a high respect for established rules,
policies and standards, and they adhere to them becoming very conscientious.
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It is important to state, that the above factors are presented independently, while in fact they
all interact and impact on each other. There are twelve factor combinations as follows: A/B
(A over B) analytical technical; A/C pro-active; A/D risk taker; FVA people’s person; C/A
reactive, D/A risk avoiding person; B/C person who is able to connect quickly to people; B/D
informal in nature; C/D casual with rules; C/B takes time to connect to people; D/B formal
person and lastly, D/C an individual careful with rules.
I he Predictive Index measures three aspects of behaviour. First, the behaviour that an
individual is inclined to perform naturally (Selt), second, the behaviour that one must perform
based on the requirements of the environment in which s/he operates (Self Concept) and
finally, the effect of the environment on the individual (Synthesis).
The resultant factors mentioned previously are both available in the Synthesis section of the
PI profile. Factor M measures one’s capacity to interact with the environment, it shows the
stamina and the ability to sustain the activity. The higher the number (the norm is between 40
and 90) the easier it is for an individual to sustain such behaviour, fhe E factor measures how
an individual processes information available and makes decisions based on that information.
Individuals with high E factor tend to be objective, logical and are primarily inlluenced by
hard facts and data. Individuals with low 1/ score are subjective and intuitive in nature and are
primarily driven by feelings and emotions (Rouse, 2011).
fhis tool was particularly useful when developing the entrepreneurial profile.
Due to confidentiality reasons it is not possible to share the Predictive Index results of the
nascent entrepreneurs on the New Frontiers Entrepreneur Development Programme and their
associated mentor.

However, in order to illustrate the use and the interpretation of the

Predictive Index tool, the researcher is willing to publish her own profile.
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rhe self-profile of the researeher is naturally pro-aetive. This is represented by the faetor
eombination of A over C. She is assertive, self-eonfident and eommunieates directly and to
the point. She has a sense of urgency to achieve tangible results, fhe researcher is determined
to do more and better than others.

She is veiy competitive and strives in a challenging,

restless and fast-paced environment. She does not perform as well doing routine work, she
enjoys putting forth her own ideas and is comfortable in taking action independently, without
the input from others.

She is resourceful to achieve her goals and focuses on fast

implementation of action.
The self-concept on the other hand illustrates how the researcher perceives the need to modify
her behaviour. In general, the researcher perceived the need to be less competitive, be more
socially- rather than self-confident and be willing to delegate authority. She also feels she has
to be more impatient and function at event faster pace to achieve results. This is illustrated by
the shift of factor C further to the left.
The adaptation which is required by the researeher as illustrated above is minimal. The moral
factor is “naturaf, as the difference between the self-eoneept and the self is minimal, fhe E
faetor illustrates that the researcher is objective in her judgement and decision making.
fhe above profile according to O’Teary (2009) compares very closely to the ‘Theoretical
Tntrepreneurial Profile’ which is presented below in Figure 13:
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Figure 12: Theoretical Entrepreneurial Profile

Source: O'Leary (2009, p. 17).
O'Leary (2009) highlighted however that moderately low B suggests that entrepreneurs are
more task-foeused and retrospective. In reality however they are more outgoing, persuasive
and team focused.
judgement.

Additionally, entrepreneurs do not have a preference with regards to

fhey can be either, subjective or objeetive in their decision making and

judgement.
fhe above diagrams illustrate an example of the Predictive Index output. Individual diagrams
were created for all mentors and the mentees who took part in this study.
4.9.3 Content Analysis
Content analysis is used for examination of information to identify the reoccurrence of a
pattern or a trend within a communication as explained by Pope et al. (2007). According to
Stemler (2001) content analysis can be described as a systematie technique which allows the
researcher to compress several words into fewer content/theme categories through the use of
coding practice. The analysis is not limited to written communication, but can be applied to
audio reeordings, photographs, video recordings and so on. Thomas (2003) wrote that eontent
analysis begins with a question or a set of questions that the researcher hopes to answer.
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This method of analysis is advantageous due to the flexibility that it offers, as the researcher
can analyse large sets of structured or unstructured data reasonably quickly and effortlessly,
thanks to the software packages available. Content analysis as highlighted by Pope et al.
(2007) is very straightforward, similarly, the results it produces are reproducible and easy to
understand and economical to present. The limitations of this method on the other hand
include the task of narrowing down and classifying the data.

Coding rules can pose a

challenge to the researcher; additionally it can lead to the essence of the context and content
to be lost (Atkinson, Bauer and Gaskell, 2000). The accuracy and comprehensiveness of the
results can be questionable as highlighted by Thomas (2003), as it depends on how well the
documents represent the researcher’s field of interest and additionally, the data cannot include
biased, flawed and incomplete records.
I laving considered the pros and cons of the content analysis, this method was used to analyse
patterns and themes present across the responses from the initial MBA interviews. I'his task
was conducted to confirm the literature findings, identify research areas that needed greater
attention and identity themes that can structure the literature review.
fhis process was repeated further with the interview data, especially the comments stating
why or why not, the nascent entrepreneurs would engage in mentoring relationship in the
future.
4.9.4 Narrative Analysis
Narrative inquiry is a method that collects, examines, and interprets the stories people tell
about their lives (Marshall, 2010).

According to Bamberg (2010, p.3), narrative means

“provide a portal into two realms: (i) the realm of experience, where speakers lay out how
they as individuals experience certain events and confer their subjective meaning onto these
experiences; and (ii) the realm of narrative means (or devices) that are put to use in order to
make (this) sense”. It is assumed that people live “storied” lives and construct their realities
through narrating these stories. This means that individuals put characters in space and time
and narrative form of experience is given, where one analyses what has happened
(Giovannoli, 2001).
This type of analysis requires high levels of trust as the researcher gains an insight into the
personal experiences of the interviewee.

Additionally, this method demands very good
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listening skills, requires a lot of time and surprisingly requires some training as highlighted by
Viney and Bousefield (1991).
The method was criticised for too much focus being placed on the individual rather than the
social context. Difficulties with story recall can cause misinterpretation or misrepresentation
of facts.
Although this method is not utterly reliable and its validity highly depends on the individual
that the researcher interacts with, the narrative analysis was imperative to this study. This
method was particularly important when dealing with established entrepreneurs, where an
insight into their entrepreneurial development/journey and the role that the formal and
informal mentorship played was sought.
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4.10 INSTRUMENTATION
4.10.1 Purpose

I-'irst, the interview is designed to capture the initiation and the development of the mentoring
relationship, d he questionnaire consists of some open- and close-ended questions, where
general information about participants, like age, gender, their previous mentoring experience
and education are obtained.

The initial interview focused on the understanding the

participants had of the mentoring relationship and also addresses the relationship rules and
communication patterns. This is based on the relationships identified in the Pictor Technique
explained earlier.

Additional questions measured the impact that mentor had on the

development of the mentee and his/her identity.

fhe questionnaire incorporated the

Mentoring Effectiveness Scale adopted from Berk et al., (2005) where quality of the
mentoring relationship was measured.

Prolonged engagement with the MBA participants

enabled the researcher to measure the learning from the mentor association and perceived
success or failure of the relationship.
Second, the researcher conducted interviews with the MBA participants, the New Frontiers
luitrepreneur Development Programme participants and entrepreneurs in the region in order to
gain in-depth information in relation to their mentor-mentee relationship. The researcher
developed interview schedules and guides and observational forms to capture this process
effectively.
Finally, the Mentoring Relationship Scale developed by Rhodes, Reddy, Roffman, and
Grossman (2005) was employed in the study, where the mentees’ notion of the relationship is
measured.
4.10.2 Validity and Reliability

fhe content validity of the above instruments was reviewed by the programme co-ordinator
and the thesis supervisor. The data and the analysis of the interview was validated by the
responders to ensure that meaning and perspectives of those being studied were captured
effectively and accurately.

The Mentoring Relationship Scale and the Mentor Efficiency

Scale are applicable to this study and were validated by several researchers throughout their
publications.

The qualitative methods selected for data collection are recommended by

theorists and experts in qualitative research and thus are reliable.
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4.11 DATA COLLECTION
rhe observatiun method was used to retleel on the interaetion between the mentors and the
mentees on the Institute of l’eehnology Tralee MBA Programme. This method was employed
in Phase 1, during the first engagement with the partieipants in the course of a mentoring
workshop. This enabled the researcher to examine the interaction between the mentoring
pairs as well as other programme partieipants. This method provided the researcher with
information regarding the dynamic of the population.
The first questionnaire designed was used as the pilot study with the MBA group. It was used
to analyse the introduction phase of the mentor-mentee relationship was distributed on
March 2013. Participants of the MBA programme were requested to fill in the questionnaire
in the time provided prior to the workshop they were attending.

The purpose of the

questionnaire was clarified prior to its distribution. The majority of participants answered the
questions before the mentor-mentee workshop, fhe remaining members w'ere contacted by cmail, requesting the completion of the attached questionnaire (Appendix 1), as soon as
possible after the workshop. A reminder e-mail was sent to all non-respondents, with several
responses returning by 24*'^ of April 2013. fhis method ensured that the response rate was
higher than the average and enabled the researcher to remind the respondents to complete the
questionnaire without great expense.
A further questionnaire was distributed to the mentees on the

of August 2013 to measure

the progression of the mentoring relationship and whether the mentor impacts on the mentee.
d'he partieipants also received an adaptation of the Mentor Efficiency Scale developed by
Riggs (2000) to analyse the efficiency of the association which was incorporated within the
questionnaire.
fhe researcher ensured that the questionnaire was not more than two pages in length, while
the questions were clear and simple. The complexity of the questions can cause confusion
and significantly lower the response rate. The questionnaire included a balance of closed- and
open-ended questions.
4.12 LIMITATIONS OF THE RESEARCH METHODOLOGY
When it comes to qualitative research, the researcher is faced with several challenges due to
the volume of data that is available, fhe biggest challenges that the inquirer must overcome
164

is the prospect of personal bias, misinterpretation of data or probability of small, nonrepresentative sample as highlighted by Kirkevold (2009). I'he analysis of qualitative data,
organisation of interviews and transcription of interview scripts is very time consuming and
lingering. Consequently, the quality that is represented throughout the research instruments
and the analysis is heavily dependent on the skills and the ability of the researcher.
Additionally, preparation and wording of questionnaires and interviews may be difficult and
fail to produce required response rate. The data collected is also more subjective in nature
and may be difficult to summarise and compare systematically. Qualitative data therefore is
perceived to be unreliable due to its subjectivity.
Although, the researcher has several obstacles to overcome in qualitative research, the depth
of the information collected outweighs the challenges faced throughout the process. This
method enables a description of phenomena in rich detail as they are positioned and rooted in
a local context. Qualitative methods are also very responsive to local situations, conditions
and the needs of people concerned.
4.13 SUMMARY
I he purpose of this chapter was to describe the research methodology of this study and
research design. Sample selection and procedures used by the researcher were outlined to
explain the judgment and the basis for selection of research instruments and statistical
procedures used.
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CHAPTER 5
RESEARCH FINDINGS
INTRODUCTION
The purpose of this chapter is to present and discuss the findings collected from the empirical
research. The research findings are analysed and interpreted within the context of the theory
covered within the literature review and the subsequent research questions. The empirical
research consisted of a pilot study with 12 MBA participants and three engagements with the
research subjects, who are the participants of the New Frontiers Entrepreneur Development
Programme in the South-West region of Ireland. The profiles of the mentors and the mentees
in this study are confidential.
fhe findings are presented in a manner that represent the consecutive engagements with the
participants and correspond with the literature review.
5.1 NEW FRONTIERS ENTREPRENEUR DEVELOPMENT PROGRAMME
Following the MIM pilot study which was discussed in Chapter 4 of this study, the researcher
engaged with the main research population who are the mentors and the mentees on the New
Frontiers Fintrepreneur Development Programme (NFEDP).The Pictor technique was used to
identify the individuals and events which had an impact on entrepreneurial identity
construction of a nascent entrepreneur and to detect if the formal mentors on the programme
were included as part of such construction.
fhe Pictor technique provided an effective tool to initiate the engagements with NFEDP
participants and outlined their “life” story. It provided the researcher with a visual of the
important relationships and a blueprint for further probing and in-depth enquiry, for both the
mentors and nascent entrepreneurs.
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5.1.1 Introduction
The first round of the interviews with the participants of the NFEDP took place from the 4*’’ of
November to the 10^'^ of December 2013.

The participants were based in the following

locations: Tralee, Limerick, Carlow, Cork and Dublin.

The researcher interviewed 22

individuals in total, including 9 mentors and 13 mentees.

The interviews ranged from 45

minute to 90 minute in duration.
The focus of the research study was the analysis of the role of the mentor on the identity
construction of the mentee, associated with an entrepreneurship start-up programme.

The

researcher needed to be able to liaise with the mentoring pairs, the individuals working
together for the duration of the mentoring programme. The number of participants for that
reason was narrowed down to 9 mentors and 10 mentees. The reason that the number reduced
from 22 to 19 was due to the lack of cooperation of some of the mentees.

Secondly, the

gender balance in the research sample comprised of 3 female mentees, 7 male mentees, 2
lemale mentors and 7 male mentors. All mentoring pairs where mentees were female were
cross-gender. 4'hat means that female mentees had male mentors. Similarly a small number
of male mentees, that is tw o in total, had female mentors. The mentors were aged between 34
and 79, while the mentees were aged between 23 and 48.
In order to examine the individuals/ events that inlluenced the participants to undertake selfemployment and/or mentorship, the researcher applied the Pictor Technique,

fhis technique

enabled the individuals to visually represent their working relationships, fhe same technique
was used with the mentors on the programme, with regards their choice to become mentors.
The Pictor technique enabled the researcher to identify commonalities between research
participants but also the primary motives/ drivers behind the engagement in entrepreneurial
activity and/or mentorship. This technique allowed the researcher to identify the areas that
are not addressed in the literature and/or need further exploration.
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5.1.2 Background
The participants of the study were required to create a diagram that represented their working
relationships with the use of the “post-if' cards in a shape of an arrow. The researcher posed
the following question to the mentors and their mentees: "'Who and what has influenced your
decision to become self-employed/an entrepreneur and/or a mentor?”. Once the diagrams
were created, the researcher took a photograph of the diagrams for the record and further
analysis. Further probing and questioning took place based on the diagrams presented by the
participants, as proposed by the phenomenological approach.
For the purpose of the analysis, the researcher identified seven themes that were evident
throughout the diagrams. Fhese themes were then colour-coded on each diagram to identify
commonalities and differences among them. The seven categories that were identified by the
researcher included:
1. Business career to date
2. Family and Personal Network
3. Economy Factors
4. Life Experience
5. Motivational Drivers
6. Education
7. Formal Support Mechanisms - Enterprise Ireland, Mentors, Mentees, Poor Support,
Mentees impacting on Mentors and vice versa.
All diagrams were unique, as each individual presented their story differently.
diagrams were circular, with arrows facing towards or away from the individuals.

Some
One

diagram was not fully closed as it represented the entrepreneurial journey that the individual
had gone through and as the journey was not completed, it remained open. Others presented
their story flowing from the left to the right with some arrows moving upwards rather than
parallel while some diagrams were scattered around the page, without any clear pattern to it.
One individual perceived arrows to be people; therefore they were all facing up.
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i'he individuals who created “story’' like diagrams grouped faetors on a time dimension. The
figure of the subject, mentor or mentee was in the eentre of the diagram. In other diagrams,
especially those that used a “ladder” like presentation, the mentor or the mentee was either at
the bottom or the top of the diagram with events stacked one after another. The remaining
diagrams did not exhibit any pattern that would be evident to the researcher. There was no
correlation between diagrams ereated by mentors and the mentees in the same mentoring pair.
Only three mentors out of the nine interviewed included their mentee on their Pictor diagrams,
with only four mentees out of the ten ineluding their mentor in their Pictor charts. This would
suggest that the figure of the mentor is not perceived as being significant when it comes to the
identity construetion of the mentee and more speeifically his or her entrepreneurial aetivity.
Similarly, working with a mentee did not seem to have a significant influence on the identity
construction of the mentor. This would also indicate that the relationship between the mentor
and the mentee is not strong enough to impaet on any of the parties involved. It may also be
partially explained by the fact that most mentors engaged with the start-up programme on a
part-time basis only,

i'he limited time may hinder the formation of a strong relationship,

which as proposed by Knapp’s(1978) model requires time to establish and evolve..
5.2 FINDINGS - PICTOR DIAGRAMS - VISUALISING THOSE WHO INFLUENCED THE
IDENTITY OF THE NASCENT ENTREPRENEURS
The Mentors

It was evident to the researeher that all mentors employed by the Enterprise Ireland were selfemployed. Two factor were identified as eommon aeross the mentors in the New Frontiers
Entrepreneur Development Programme - motivational drives and business career.
The first most influential faetors behind becoming a mentor is the motivational drivers. Some
of the drivers listed on the diagrams ineluded “making a difference”, “giving something
back”, “satisfaction” and “helping others”.

Additional intrinsic motivators included

“results”, “exeitement”, “joy” and “two-way learning”.

Colaprete (2009) identified that

voluntary mentoring relationships rely highly on the intrinsic motivation of the participants,
hence these comments seem to suggest the presence of the voluntary element in the formal
mentoring assoeiation.
'['he second common influential factor evident was business career. The individuals were
invited to beeome mentors or became involved in mentorship because of their career
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experience and the knowledge that they have and could share with their mentees. This was
true for both those mentors who sought to become mentors and those who were approached to
become mentors. All mentors had lengthy work and industry/professional experience, closely
related to the areas of expertise sought by the mentees on the programme. All mentors except
one (a high achiever in their professional career) had achieved third level qualification or
higher. Seven mentors out of the nine interviewed had consultancy practices while the other
two were retired following the sale of their businesses. Those findings confirm the theory that
the mentor is perceived as being the more experienced and knowledgeable individual in the
mentor/mentee relationship (Morton-Cooper and Pampler, 2000; Mcllhagga, 2006; Single and
Muller, 2001).
fhe family of the mentors did not play a significant part in getting involved in either
mentorship or entrepreneurship. Only two individuals had an entrepreneurial background
with their parents being self-employed,
personal circumstances.

fwo individuals became self-employed due to

From the diagrams, it was evident that personal and business

networks were an enabling factor for some mentors to become involved in mentorship
(Higgins and Kram, 2001). Burke (2003) stated that social interaction within one's personal
and professional network facilitates identity construction, similarly Kelley et al. (1983)
highlighted the social environment as key to creating an entrepreneurial identity.
All mentors were confident and believed that they could make a difference to other businesses
and share their specific expertise. This is supported in the literature and illustrates mentors’
willingness to engage in a mentoring relationship, suggesting an element of voluntary
participation (Allen et ah, 2006).
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The Mentees (The Nascent Entrepreneurs)
The reasons for becoming self-employed were different amongst the participants. For the
majority, family background played a part, although not all individuals had family members
involved in entrepreneurial activities. Family history, parental influences and the necessity to
provide for their loved ones have influenced the individuals to become self-employed. Past
experience in employment also had an impact on willingness to become an entrepreneur.
Negative experiences or the inability to reach their potential influenced individuals to come
up with an alternative profession or create employment to suit their skills. Six mentees out of
the eleven had a parent who was an entrepreneur. It appeared that these individuals were
comfortable with the idea of running a business, taking risk and creating something from
scratch. These parents were all male and identified as the main breadwinners in their families.
This is supported in the literature by Rigg and O’Dwyer (2012) who emphasise that
willingness to become an entrepreneur is linked to self-identity which is created through
encounters with significant others.

The above illustrates that family members acted as

significant others for the nascent entrepreneurs and resulted in the willingness to become an
entrepreneur. I'hese may be described as informal mentors and the value of their support and
encouragement was noted, fhe ability to describe these as informal mentors came about as a
result of the formal mentoring programme, which was acknowledged more for its practical
skills rather than its personal development as an entrepreneur.
The manner in which the individuals were raised seems to influence their personality and their
behaviour. For instance, the mentees A, D, E, F and J described their parents as demanding.
Mentees A, F and .1 indicated that they received little to no support from their parents. Fhe
parental expectations were high, unrealistic to achieve or contrary to the mentees preferred
career path.

This group felt that they received no acknowledgement for their efforts and

successes from their parents.

These mentees identified higher aspirations to prove their

parents wrong and high levels of independence as being key drivers to set up their own
business. This corresponds with the common entrepreneurial traits by Morris et al. (2008).
Mentee H had an insecure home environment whilst growing up due to alcohol abuse by a
parent that resulted in low self-esteem and high ambitions to achieve and get
acknowledgement for their achievements. Mentees B, C and G did not refer to their parents
as a significant influence in ‘who’ they have become but rather focused on current factors
influencing their entrepreneurial aetivity - lack of employment, financial necessity or
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providing for their family. Mentees II, I and K came from families with a self-employed
parent and a family environment that supported entrepreneurial activity and creativity, fhese
individuals combined running a business with their passion and ending up loving what they
do. This finding corresponds with the common entrepreneurial traits such as independence,
perseverance, determination, commitment, achievement motivation and self-confidence which
were identified by Moore (2005).

Passion is listed as an important ingredient of an

entrepreneurial activity and success (Drnovsek, Cardon andMurnieks, 2008).
A total of seven mentees had third level education or higher with four mentees leaving school
just after or before completion of second level education. Four mentees were previously selfemployed, that is before starting the New Frontier programme. Five mentees also refer to
previous employment as an important intluencer in their decision to pursue entrepreneurial
activities.

As suggested by Charantimath (2006), Kuratko (2009) and Lazenby (2011)

entrepreneurship is a discipline hence it can be learned. Additionally Gillespie-Brown (2008)
stated that the right technical skills and the entrepreneurial mind-set can be developed through
education and experience. Fhis corresponds with GEM (2011) findings where the majority of
entrepreneurs have higher levels of education.
All of the above however, would not matter if individuals were not passionate (Drnovsek,
Cardon and Murnieks, 2008) about what they did. Passion as highlighted in the literature is
central to entrepreneurial motivation and success. All of the above individuals, whether it is
the mentor or the mentee, illustrate passion and love towards their area of their
expertise/business. It illustrates that in order to engage in something and succeed, individuals
must first enjoy it and be passionate about it (Drnovsek, Cardon and Murnieks, 2008)
followed then by the necessary skill to do so (Gillespie-Brown, 2008).
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5.3 THE INDEPTH INTERVIEW FINDINGS AND THEIR ROLE ON FORMING THE
IDENTITY OF THE NASCENT ENTREPRENEURS

The researcher based the interview questions on the diagrams created by the participants. The
Pictor technique, through visualisation, identified areas which needed to be investigated
further. This was achieved through indepth interviews of the participants. These questions
related to history of self-employment in the family, motivation behind becoming selfemployed/a mentor, access to networks, the structure of the mentoring relationship, its
initiation and some general questions based around the idea of entrepreneurs being born or
made and whether the individuals would define themselves as self-employed or an
entrepreneur. This will be discussed under the following key headings which were identified
in the literature as being significant in the process of the identity construction of the nascent
entrepreneur.
5.3.1 Match between the Mentor and the Mentee - the Nascent Entrepreneur

An area that needed further exploration was the initiation of the relationship by either the
mentor or the mentee. It was clearly evident that the first two mentoring meetings were
significant in the creation of a trusting and successful mentoring relationship (Kahle-Piasecki,
2011). In the New f rontiers fmtrepreneur Development Programme it was the mentee who
selected the mentor based on receipt of three to five mentoring Curriculum Vitae provided by
Enterprise Ireland. The main motivation behind selecting a particular individual was his/her
professional experience. In conversation about mentors mentee C said ‘7 knew within 10-15
minutes that he was going to he the right guy for me because we got down to details pretty
cjuickly and he understood what I am doing very cjuickly so it helps'". Mentee D stated that his
mentor "'has huge connections into retail and our business is looking at how \\’e can crack
into the retail area" and ‘7 was given a choice of 4 or 5 different mentors and 1 picked out
[my chosen mentor], he's a lot older than everybody else who was on the list, hut he probably
had experience that wxis most appropriate to mine (...) he’s not very dynamic maybe (...) hut I
have, he’s good support and (...) I think he understands me as a personality as well which is
important that he’s not trying to mould me into something that I’m not". The allocation of the
mentor and the mentee however, is not optimised. The literature outlines several ways of
matching the mentoring pairs, as of which a trivial is put into practice. Having expertise in
one area does not necessarily make one a good mentor, hence professional and personal
checks should be conducted before mentoring pairs are selected.
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I'he mentors also realised the need to add value and share their expertise. Mentor 7 stated “/
to add value, 1 want to add more value than I east and even if am not eosting anything I
still want to add value /.../ and ifl'm not adding value I am the first one to say I'm not doing
a good enough fob here and I haek awaf\ Additionally, mentor 2 highlighted that ""the
experience is the most important part in all of this^" once more stressing the knowledge and
the value that the mentor should bring to the relationship. Mentor 3 stated ""if I eannot add
value, I discontinue mentoring'". Here again, the figure of the mentor is expected to be more
experienced and knowledgeable which corresponds with the theory.
Some mentees felt that they were not as fortunate and their initial choice appeared to be a
mismatch, where mentee G found his mentor to be pushing him in a different direction to the
one he was heading: ""he was all figures, figures, figures, you got to get this, you got to go
there. / needed connections. I have a product, how do I get to sell it? [...] I had three sessions
with this guy and it was all figures, (...) after the first meeting I said, I don’t want to do
figures, I want to get contacts"". Another mentee (mentee E) stated ""I changed my first mentor
because being honest about it, I could mentor him"" similarly mentee .1 found that ""they are
not very helpful as regards how to get there"" and ""sometimes 1 find that I know as much as
them and they are not very helpful"". In total, six mentors out of the eleven were happy with
their mentoring relationships, especially if the mentors ""really see the value"" in what the
mentee is doing (mentee B).
The above illustrates the potential of creating ineffective mentor/mentee pairings when the
correct procedures are not followed. Garringer (2006) stated that the majority of formal
mentoring programmes fail to meet the recruitment goals which have a direct impact on the
success rate of these associations. The literature suggests the examination of cognitive style
of participants (Riding and Sadler-Smith, 1997) and the conduct of a number of personality
tests before final mentor-mentee selection (Nykodym, Freedman, Simonetti, Nielsen
andBattles, 1995; Kahle-Piasecki, 2011).

Face to face meeting between participants and

mentors would be advisable prior to final allocation as it would enable the initiation of the
relationship forming process (Kram, 1983).

This is the initiating phase in the “coming

together” part in Knapp’s relationship model (1978) where individuals are in a position to
make a judgement which prompts them into a relationship. This cannot be achieved without
the individuals physically meeting each other. This means that the allocation process of the
mentor and the mentee should be restructured to accommodate the above.
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When it comes to the development of trust, it appears that the trust is there from day one and
the mentor must reinforce it rather than earn it. This happens in a step-by-step manner
(Boags, 2008). This appears to be based on the perception that the mentor is the more
experienced person in the relationship and that they can add value to their business. Mentor 2
stated ""I generally find that they trust me from day one'\ Similarly mentor 9 highlighted that
trust and the relationship "'develops reasonably cjuiekly [...] it has a lot to do with how they
perceive you and equally how you present yourself [...] for them you are a resource'".
Throughout the interviews the aspect of honesty was mentioned several times, especially with
regard to building trust and a relationship. According to Welter et. al. (2006) entrepreneurs as
well as mentors must develop an identity as a trustworthy person. The levels of trust should
nourish with time (Young, 2007) and in result influence the identity construction of the
nascent entrepreneur. Mentor 9 stated "they would trust me less if 1 wasn ’t fully prepared to
he honest". This was evident with one of the mentoring pairs where the mentee found that the
trust was possibly compromised; "I had felt trust at the start and then (...) what happened was
I had to sit there and become very strong across the desk [...] it annoyed me that / had to
build up (...) this courage to be loud enough to be heard" as the mentor appeared to ignore
the individual needs of the mentee and "he wanted to show me how much he knows" (mentee
J). Mentee J also stated that the mentors on the programme 'dry to help me but they also try to
ftt into a programme.

They have to tick these boxes and that sometimes becomes the

important ffaetor] rather than me". It is important that the relationship focuses on the mentee
and his/her needs (Megginson, 2006). Additionally, not all of the mentoring projects can fit
into the same mentoring/programme structure (Cameron, 2012; Allen, 2006; Ragins, 2010;
Roberts et al., 2011); therefore some procedures are more applicable to some projects than
others. According to mentor 5 "you need different approaches to different people", therefore
the programme should not be fixed. Mentoring training however should be provided in order
to prepare the individuals for such situations (Zachary, 2005).
All mentors also agreed that they act as a sounding board to their mentees. They were very
aware that they "can’t tell the mentee what to do" (Mentor 7) and that the mentee him/herself
"have to own that decision" (Mentor 7). The role of the mentor is to "perceive the areas fthat
they need to work on] hut it is their project that they are doing" (Mentor 8). Mentor 6
highlighted that "sometimes you have to take a hit of a lead hut you can Y he seen driving the
project". However, it has manifested in some of the relationships that some mentors are more
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active than others. For example, mentor 7 stated

know that I drive the agenda at the

meetings [...] maybe it is the eonsultant earning out of me'\ his mentee said similarly that he
“vrc/.v happy to get it. [My mentor] said from day one he will he very hands on"". Similarly,
Mentor 5 when asked whether he is a leader in the relationship and tells the mentees what to
do, stated "ya, I say I do a hit too much (...) I don 7 do mentorship to he their friend, I don 7
do mentorship for them to tell me what to do'’\ In the majority of relationships the mentors
and mentees claim that the mentee is the leader in the relationship, although at the beginning
of the association the person that ^figures out what the mentee wants'" or what the mentee
needs is the mentor. Perhaps, it could be argued that the mentors initially took the lead and
imposed their approach on the mentee, as something that was identified as needed. The
leadership role within the relationship can change depending largely on the context in which
the association occurs which is supported by Schruijer and Vansina (1999).

Meiitors

however, recognised that they should guide and act as a sounding board to their mentees,
which corresponds with the general function of a mentor as recognised by the literature
(Duelling, 2010). Curley (2011) also highlighted that sometimes general conversation with
the mentor about the business acts as a feedback session for the mentee.
successful

relationship is communication and mutual

fhe key to a

understanding, as otherwise

dissatisfaction with the relationship may occur due to disparity of expectations, goals and/or
commitment, concurring with Zerzan et al. (2009).
5.3.2 The Relationship Strueture betw een the Mentor and the Nascent Entrepreneur
Although part of a formal relationship, the majority of mentoring relationships were defined
by the mentoring pairs as functioning informally in nature.

Mentor 4 explained that the

reason behind using an informal approach would be to "‘'ease the mentee into the
relationship'’. The mentoring pairs, except for two, were fully aware and comfortable with
the nature of their association.

One of the two pairs in particular, demonstrated a

disagreement with regard to the nature of the relationship.

Mentee A highlighted his

preference for a formal relationship while his mentor (Mentor 4) felt very strongly about the
informality of the relationship.

Similarly mentee J preferred the formal nature of the

relationship while mentor 1 initiated the relationship formally, however with time this mentor
took a more informal approach which did not suit the mentee.
The aspect of hierarchy is not quite evident within the relationships. However, when probed
about the transformation of the relationship into more peer like engagement, some of the
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mentees flag that the figure of a mentor will always be there.

The majority of mentors

position themselves as peers from day one *7 try from clay one to have IT (Mentor 7). peer
like, a casual type of a relationship but also they continue that association past the formal
assignment. Mentor 6 stated “we are friends. I’ve many people just con tae ting me when they
have achieved something, done something or whatever’’'. Others highlighted “/ don ’/ see it as
a teacher-pupil relationship’’' (mentor 3); “/ don't think it was this very rigid mentor-mentee
kind of relationship. I try to go in as a peer in both cases", whether it comes to established or
new, young companies (mentor 9).

This is apparent in all mentoring relationships. One

mentee in particular, when referring to his informal mentor stated 'from [a] mentoring point
of view we have plateaued. He gave me everything. / think vre are evenly giving each other
insight [now] even though he is much more experienced'’ (mentee D). Here, the relationship
has evolved with time and both individuals are contributing equally to the relationship.
Some mentors in particular spoke about the rule change that would have to occur for the
relationship to transform to become more peer-like in nature. Mentors also highlighted that
this transformation will occur only "if there is a reed value in the situation’’ (Mentor 1).
Mentor 5 stated "it is not peer-like: it is more like your old school master. In my experience
the role doesn't change, I think the content and the activity [change], hut not the relative
positions of the people". A reference to Knapp's relationship model (1978) can be made here,
where the relationship goes through several phases before reaching the termination stage. A
mentorship-based relationship may not necessarily complete the relationship cycle, especially
due to the nature of the formal programme.
The majority of mentees on the programme agreed that their relationships are based on an
informal, peer-like structure (Zachary, 2005). Mentee C stated "we are talking to each other
as peer to peer". He also emphasised that the relationship is flexible and informal in nature.
I.acey (1999) believes that all mentoring relationships should develop at their own pace,
hence the requirement for flexibility. Despite this, Mentee C also explained that his mentor
"is hired as a business consultant: there will cdw’ciys be that hierarchy there" contradicting the
informality of the relationship. Likewise, mentee H stated that the mentoring relationship is
peer like, with no evidence of hierarchy or authority. He stated "it is friendly and informal".
Mentee K also confirmed that "it is very informal", "we don’t work to an agenda" and
"sometimes we go for weeks without speaking" illustrating once again the informality and
flexibility of the mentoring relationships. Young (2007) supports the informal mentoring
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structure as it leads to development of trust between participants. This facilitates the creation
of entrepreneurial identity better, as it results in more effective outcomes for the mentee
(Allen et ah, 2006). Mentee B on the other hand explained that “/z/.v relationship was based
around hierarchy initially, w’hile now it has become peer-like in nature’'. The individuals in
the relationship became equal, once the relationship progressed. This suggests that bonding,
the last phase of the '’coming together’ part of the relationship model by Knapp (1978) did
happen. Berger (2010) suggests that this phase could be formalised by a best friend ritual or
business deal or partnership agreement. This transition also corresponds with the final stage
of the mentoring life cycle where participants enter the redefinition stage, where an on-going
support continues (Bouquillon et al., 2005; Kram, 1983). The identity construction process of
the entrepreneur is being initiated at a new level, as the role of the mentor changes when it
reaches the peer-like stage.
5.3.3 The Mentoring Relationship Life-Span with the Naseent Entrepreneur: Long term
vs. Short term
fhe formal mentoring assignments are short term in duration. Only one mentor was involved
in a mentoring relationship that was 3 years in duration. The remaining mentors did not
experienee a mentoring engagement longer than a year, fhe majority of them however would
remain with the client only for the time allocated by thiterprise Ireland. The literature stated
that the mentee is at the peak of his/her development after 2 to 5 years (Kram, 1983). ITis
timeframe relates to eareer or personal mentoring but does have implications for the formal
mentoring programmes used in entrepreneurship education, which are constrained by a
variety of resources.
Only one mentee could relate to an informal mentoring relationship that was longer than a
year. Mentee D stated ‘77 started 2-3 years ago"' and indicated that it was still on-going,
however the dynamics of the relationship had changed, evolving into a more peer-like
relationship. Mentors 1,2 and 8 believed that once the goal is accomplished, there is no need
to continue the mentoring assignment. The relationship continues when there is a need for it
to exist. This would also suggest that the mentoring life cycle by Kram (1983) can be applied
to formal mentoring relationships but the short duration of the formal engagement may need
to be reconsidered.
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5.3.4 Motivation to Become an Entrepreneur
The motivation behind becoming an entrepreneur was divided into three categories, first
financial necessity (mentee A, C, F, G), second the exploration of an opportunity (mentee H,
I) and doing what you love (mentee B, I, J, K) and lastly, a desire to have your own business
(mentee D, E).

Some mentees defined their motivation as an ""appetite for knowledge''

(mentee E), ""I love that / can get up in the morning and do what I want” and "making other
people happy" (mentee J), ""I love ideas, I love tinkering with things [...] do stuff that 1 enjoy"
(mentee D) and lastly ""financial imperative (security)" and ""exploring an opportunity that is
there" (mentee C).
In turn, the motivation behind becoming a mentor included ""wanting to give something hack";
""you get the personal satisfaction of helping people" (mentor 2), ""if I can help entrepreneurs
that is really what / like doing" (mentor 7), ""being able to help my fellow people [...] help my
brothers to move forward and share my skills [...] / do enjoy networking with people"
(mentor 8) and lastly '"often it is the knowledge arbitrage [...j I know a lot about business (...)
and sometimes I have so mueh to give to them, fthat ’sj pleasurable in itself' (mentor 5).
It is important to highlight that motivation, according to Ajzen (1991) results in behaviour,
and the motivation to help others to become entrepreneurs can inHuenee the entrepreneurial
identity. Motivation is an internalised aspect of behaviour and mentors who are motivated to
support entrepreneurs can stimulate their retlexivity, encourage experimentation and aid their
overall growth.
In general, the main motivation behind becoming a mentor was more intrinsic rather than
extrinsic in nature (Colaprete, 2009; Ragins et ah, 2000).

The entrepreneurs themselves

started a business for financial or personal gain. Only one mentee appeared to have a social
motivation behind creating a product that is making a difference to people; ""I want to help
people and no matter what 1 do in life (...) / want to do something that makes a difference”
and "that’s really one of my downfalls [as] I am more about my product, if my product is
going to he of a real value to people ” [...j "it is not going to he a business unless 1 can make
some sort of profit or income so that is obviously an issue you can’t really shy away from
thinking about" (mentee I).
All individuals again are passionate about what they do, hence highly motivated to succeed.
This corresponds with the entrepreneurial traits identified by Morris et al. (2008). Motivation
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to achieve appears to be inseparable from the eoneept of entrepreneurship. Again, this links
to the I'heory of Planned Behaviour where motivational factors influence the level of effort
exereised and the willingness to try to perform eertain behaviours by the entrepreneur (Ajzen,
1991). The greater the motivation is within the nascent entrepreneur, the greater the effort,
engagement and possibility of suceess.
5.3.5 The Changing Needs of the Mentee - the Nascent Entrepreneur
All mentors and mentees agreed that the needs of the mentee change with the life cyele of the
business and so does the identity of the nascent entrepreneur (Wise, 2010).

Hence the

researcher aimed at investigating, whether the mentor should also change with the life cycle
of the business. I'he researcher probed mentors and mentees about the mentoring team, where
the mentee would have aecess to a team of mentors with various backgrounds rather than a
single mentor for the duration of the programme.
5.3.6 The Mentoring Team to support the Identity Construetion of the Nascent Entrepreneur

riiroughoLit the interviews it appeared to the researeher that one mentor eould not possibly
fulfil all of the needs of the mentee. 1 he researcher proposed a mentoring team. However not
all of the mentors were in favour of that idea, even though all of them agreed that the needs of
the mentee ehange with the lifeeycle of the business, d he majority of the mentees in eontrast,
were in favour of a mentoring panel approach.
The reasons the mentors were against the mentoring panel, where the mentee would have
aecess to a number of mentors from various disciplines ineluded “/ like long-term single
relationships; It would become transactional and the benefit would get diluted' (Mentor 1);
“/7 shouldn 7 be a team but you should allow for a change of mentors"; "'you should allow’ for
different mentors to come in at different times" (Mentor 7) and similarly mentor 5 stated "they
couldn 7 have only one problem in their business. It would be ludicrous to think they need me
for 6 visits". Mentors who were in favour of the team approach proposed sequential and
eoncurrent relationships with the mentoring panel. Mentor 5 also highlighted that "there’s a
big incentive to not to share your mentee with other mentors". It eould relate closely to the
statement made previously, where some of the mentors rely on the ineome from mentoring.
"I’m saying that mentorship as a one to one concept isn 7 great, I think that if the mentor, if it
could he a group effort, the mentee would gain tremendously" (Mentor 5).
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The concept of a mentoring panel rather than a single mentor was received positively by all
mentees. f or example. Mentee F stated ^'realistically what we need is one on one session to
deal with our specific problems, the course doesn 7 really deal with that, it gives you a mentor
hut the mentor is going to he good only in one area". Mentee A stated “/ think with the
lifecycle of the business is definitely important" [that the mentor changes]. Likewise, Mentee
1 experienced that at the beginning of her entrepreneurial journey, person X was very helpful,
however the further she progressed, the less this person could offer.

Her formal mentor

stepped in, however she needed specific expertise which the formal mentor did not have in
abundance.

It meant therefore that the mentee must seek help elsewhere, even though

mentorship is part of the New Frontiers Entrepreneur Development Programme.
Additionally, Mentee K stated that the "team of mentors would he very good’’ and that "it
would he great to have access to a team of mentors". The downside of this however, as
highlighted by one of the mentors, is that it would increase the number of people that an
entrepreneur must listen to (Mentor 7). Having said that, the mentee could seek expertise
from the pool of mentors (Higgins and Kram, 2001) and perhaps have one general mentor
who would initiate the relationship and act as a ‘general manager’ of the relationship with the
mentors and the mentee feeding back to him/her.

This would enhance the collective and

personal identity construction of the nascent entrepreneur (Schoptlin, 2001). Mentors 5 and 6
highlighted that by implementing this structure, both the mentors and the mentees would have
access to shared knowledge and the needs of the mentee would be addressed at every level of
the business creation process whether it would be at the organisational, legal or marketing
level (Kram and Higgins, 2001; Burt, 1992; Kram et al., 2001). Mentor 6 also pointed out
that formerly, all mentors knew each other and had an opportunity to learn from one another
and also identify a source of expertise necessary for their mentee at the time.
5.3.7 Voluntary Participation - the Perception of the Mentors

Regardless of the payment received from Enterprise Ireland, the mentors felt strongly that
their participation was voluntary. Voluntary mentorship is perceived to be the most effective
type of mentorship available (Ragins et al., 2000). The money is perceived as a “bonus”, as a
fee that enables them to give greater time commitment and support to the mentees. All
mentors highlighted that they would still get involved in mentoring activities without the
payment. As illustrated in the literature, voluntary mentorship provides additional intrinsic
value for those involved (Ragins et al., 2000). Flowever if the payment was not provided they
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would not be available to their mentees as mueh as they were eurrently.

bhis eorresponds

with Blake-Beard (2001) who stated that voluntary mentoring earries an additional burden of
responsibility as it involves greater eommitment and risk beeause the promised assistance
does not always occur.

Some individuals however are said to find the monetary reward

necessary to fulfil the mentoring functions (Mentor 5, Mentor 9; Mentor 7). Mentor 9 stated
“/ don 7 do it for the money hut equally if there would he no money for it I would he less
involved in it hecause the time that I spend on mentoring is time that I don 7 spend on other
things: I don 7 think it diminishes it whatsoever, ifyou are interested in doing it, you are not
doing it for the money. It is a fraction of the money I would get if I would do my own work".
Even though Enterprise Ireland allocated on average 5 to 6 meetings per mentee, the time and
work input from the mentor is much greater than what the set fee covers. The mentors were
available to their mentees through the formal mentoring meetings and through phone and
email outside of these prescribed meetings. Eikewise Mentor 7 noted'd prohahly would hut I
would have to do it to a lesser degree" as 1 have a business to run. fhis was the case with all
of the mentors, fhe above highlights the fact that voluntary mentorship can have a significant
impact on the number of mentors available to fulfil the mentoring functions (Allen et al.,
2006). Motivation in a voluntary relationship is purely intrinsic and often said to carry greater
value than extrinsic benefits such as money. However in the current economic climate, the
extrinsic benefits may drive the process of mentorship.
5.3.8 The Challenges of the Mentoring Relationship in the Identity Construction of the
Nascent Entrepreneur
fhe mentors were probed with regard to the challenges faced within the mentoring
relationship. The challenge most commonly identified was meeting the expectations of the
mentee. Mentor 2 had three unsuccessful relationships where the individuals parted, "'headed
in a different direction" due to different expectations. The difficulty lies when the mentor and
the mentee enter the mentoring relationship having different expectations with regard to the
outcome or structure of the relationship. In particular, some mentees expect the mentors to do
the work and did not regard the mentors' role as a guiding or helping hand. The biggest
challenge is in "getting the mentee to really work with you" (Mentor 6). Mentor 4 also found
the time commitment to be a challenge. Yet another [female] mentor (mentor 3) highlighted
the difficulty in getting the mentee to take an objective view of their business. Mentor 9 also
highlighted "measuring value of what they do" as hard to quantify.
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The mentee must be the

one driving the relationship that is. doing the work (Mentor 6, Mentor 8,). One mentor also
highlighted the challenge oV'mismatch'^ (mentor 5) and keeping the line between friendship
and mentoring" (mentor 8) as challenges within the relationships.
The time pressure or the location did not appear to be a big challenge to overcome even
though these were identified in the pilot study and the literature. Some of the mentoring pairs
were located close by, while others had to travel to meet their mentor or mentee. Mentee K
perceived the distance to be a challenge (Kahn and Walsh, 2006), while her mentor perceived
that the challenge came from his role as ‘messenger' between Enterprise Ireland and the
mentee in communicating the resource requirements of the mentee. However, he added “//
doesn 7 always appear to me that it is followed up by the powers to he. / still don 7 know who
actually reads these reports"'. This pair in particular appeared to meet less frequently than
other mentoring pairs, as according to the mentee (K) “vi'c don’t meet face to face too often
because of distance'".
Mentor 6 when probed about the challenges within the relationship, stated that he imposes
time pressure on his mentees. He stated “/ would gently try to impose a time pressure on the
client as they never get things done cptickly enough", fhis mentor identified as important the
need to consider personalities in the selection of mentoring pairs (Worell, 2002; forrington
and faylor, 2009; Hansman, 2001). Two individuals must form a relationship in order to
achieve an end goal; sometimes however the team work is not as straightforward (Mentor 6,
Mentor 8). Mentor 5 stated “7/ annoys me when you get the greedy mentee. They are taking
and taking and ignore even the polite signals. The mentees don’t feel any obligation to put
anything in"". Similarly, mentor 6 noted that one of his assignments ended immediately as he
sensed that the mentee did not want a mentor in the first instance and that the mentor was
imposed upon him. He stated “/ disliked him f...J there was no chemistry, and 1 would not
come hack to him". Mentor 4 also highlighted that “getting” on is very important and if the
protege resists the support, the relationship will discontinue.

Mentor 5 stated “//' I like

someone, I like someone and if I don 7, / don 7 and there is not much that I can do about it".
Mentor 3 also highlighted that without this compatibility, mentoring becomes a very hard job
and it does not add value (Ehrich and Hansford, 1999; Cunningham, 2004). Therefore the
matching process of the mentor and the mentee is vital to the programme. All mentors were
clear that they can opt out from the mentoring relationships, if they are not happy with the
association.
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Mentees on the other hand perceived getting help at the right time as the biggest challenge
when it came to mentoring relationships. Some felt that this help was mis-timed. coming too
late, and they ""did not know anything, about starting a business"' |in order to get started, i.e.
prepare a business plan] (Mentee H), while others compared their previous entrepreneurial
endeavours to ""setting it up like [...] the corner shop; [...] going through trial and error"
(Mentee C).

Mentees B, F, A also highlighted that access to a wide range of expertise is

limited, hence suggesting a team of mentors rather than one individual mentor. Mentee A
stated ""1 think with the lifecycle of the business it is definitely important" [as the needs of the
business change/evolve]. ""Having different mentors, areas of expertise is needed" (Mentee
A). Limited time and help, which perhaps could be linked to the expertise issue, were found
to be a challenge by mentees D, E, G and K. These mentees found that the time with the
mentor is very limited and the programme ""paints everyone with the same brush". This
resulted in the expectations of the mentees not being met, leaving them dissatisfied with the
mentoring relationship. ""1 expected more from it to he honest" (Mentee E).
fhe above illustrates that engagement (Clutterbuck and Ragins, 2002) and the correct match
between the participants (Worcll, 2002; Torrington and Taylor, 2009; Hansman, 2001) is
critical for the overall success of the mentoring relationship. As highlighted by Worell (2002)
formal mentoring programmes often result in a mismatch between participants, fhe literature
proposes a number of methods for creating mentoring relationships, such as, for example the
cognitive style method by Kahle-Piasecki (2011) which could be applied here.

Time

pressures and distance challenges are inevitable due to the short term nature of a programme
like the NFEDP and the spatial distance between mentor and the mentee.

Flowever, this

challenge could be resolved if the number of mentors in an area was increased and were
available to mentees.
5.3.9 Mentoring Training for Entrepreneurship
The aspect of fitting into a programme is apparent when it comes to mentoring training. The
training provided by the programme coordinators focuses more on the bureaucratic duties of
the mentor or some of the specific expertise that the mentor requires e.g. marketing and sales;
rather than how to initiate, manage, deliver and end the mentoring relationship. The initiation
of the relationship does not follow any process/pattern; it is casual, informal and brief All
mentors interviewed were not aware of any of the mentoring techniques proposed by the
literature (Megginson, 2006). Not all of the mentors attended training; as it does not appear to
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be compulsory. I'he closing of the relationship appears to be especially problematic for some
mentors while several mentees declared they would like to continue the relationship with their
mentor past the formal phase of the association. Mentor 7 stated "'when the engagement is
finishing I'm still offering a hit of a help [...] I probably need to get better at the closure"'.
Similarly, Mentor 8 highlighted the need to define the relationship botv/een mentor and
mentee when the formal programme has ended and both parties are willing to continue the
association ‘77 is important to define in relationship with everyone what the boundary is"
(Mentor 8).
Ihe mentees also attended some specific workshops provided by Enterprise Ireland on
marketing, finance, management etc. Mentors and mentees do not attend the same training.
The mentees in particular claim that the workshops are not beneficial and the majority of them
find them to be a waste of time.

The mentees claim that the group workshops are not

beneficial as all of the participants are at different stages in their business start-up, therefore
some workshops are not advanced enough or perhaps the mentees are not at that point in time
to address for example, marketing, as their product is not yet ready.

All mentees were

interested in one-on-one specific support that was applicable to their business.
fhe theory would suggest that mentors should undertake mentoring training and there are a
number of mentoring techniques available to the mentors (Clutterbuck, 2006; Megginson,
2006). fhe programme coordinator should introduce soft-skill training as well as hard-skill
technical training, as, as stated previously, business know-how does not necessarily make one
a good mentor. Cunningham (2004) highlighted the importance of combined skills to the
overall success of the relationship, therefore the mentoring training should not be
underestimated, as the interaction between mentor and the mentee has a role in the identity
construction and the learning process of the nascent entrepreneur (Miller, 1976; Hoang and
Gimeno, 2005; Bandura, 1977; Kahle-Piasecki, 2011).

185

5.3.10 The Role of the Informal Mentor in Identity Construction
The mentors and the mentees were probed with regard to who would be the first person they
would eontaet when facing a problem. The researcher aimed to identify, whether the formally
assigned mentor is the first contact for the mentee when faced with a difficulty. This enabled
the researcher to identify informal mentors who impact on the decisions of the mentees
background.
The mentees, except for one individual, stated that they would seek support from other
sources than their formal mentors. The majority of the mentees would refer to their spouse
(family), business partners, business colleagues or peers for advice. Only if unsuccessful with
arriving at a solution/decision would they contact their formal mentor.
Mentee H stated “wy wife and then prohahly an accountant after

thar were

his first choice

for support in such a situation. Similarly, mentee J stated that she would seek support from
her friends, business colleagues or peers, rather than contact her formal mentor. Mentee 1
identified her peers would be the first point of contact, as they were on the same journey as
she was. She said ^"probably some of my peers from the Nexus Centre of the New Frontiers
Entrepreneur Development Programme and after that it [would] probably be [personal
friend] and of course my parents. They would hear my problems at home every day. When 1
really need help / go to someone like [personal friend] or my mentor". Additionally mentee
D would contact his business partner. He stated 'fmy business partner] understands 100%
Mpat we are doing. There is no one else that would matter"".
Mentee C, would contact his mentor directly when facing a problem. He said '"my mentor
would be still my first protocol. He knows what I am doing"". Before contacting his mentor
however this mentee would try to solve the problem himself, then eventually contact his
formal mentor when unsuccessful at finding the solution.
The mentors on the other hand, when probed with regard to their mentees stated that they
would prefer the mentees to contact others rather than coming to them with every problem.
Mentor 6 stated “/ would hope not because I would hope they only come to me when"" they
were unsuccessful at finding the solution and "say I have this problem and I went here and
here and they were no good and they send me there and I’m going around in circles, and they
might say what do you think?"". Similarly, Mentor 4 stated ‘7 think that mentees prohahly talk
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to their peers heeause if they are right beside them they are talking or whatever hut eertainly
before they go to for example a eourse direetor, they M ould de finitely talk to me'\
The mentors likewise would contact their families, peers or business colleagues when faced
with a problem.

Some of them were coached previously in their professional careers,

however the support offered was more like that of a business coach rather than a mentor.
Some mentors also highlighted that they learnt many of their mentoring and business skills
from observation of their managers and co-workers. One mentor, mentor 5 stated that his
informal mentor - Mr P, was "foundational to my business. I think here the parent and ehild
happens"'. Also, this mentor had formal mentors assigned at each of his previous jobs. He
stated ""in eaeh case M’hen they disappeared out of the picture I did not function'’.
fhe above illustrates that the figure of the mentor is very important to the overall growth of
the entrepreneur whether it is in a formal or an informal manner and has a role in the identity
construction of the nascent entrepreneur. Informal relationships however provide the mentee
with a broader learning spectrum, thanks to high levels of trust. Allen et. al. (2006) supports
the view that informal mentoring results in more effective outcomes for the mentee than do
formal mentoring programmes. 1 he role of the mentor in an informal mentoring relationship
can be greater than in a formal association as the engagement is not restricted; therefore the
na.scent entrepreneur receives greater exposure to the mentor (Bandura, 1977). Phis in turn
facilitates learning and the process of identity construction.
5.3.11 The Self-Employed vs. an Entrepreneur - an Identity Issue
Prom the interviews it can be observed that the majority of mentors and mentees are not very
comfortable with the use of the word entrepreneur. Only 5 mentees would define themselves
as an entrepreneur.

All self-employed mentors used the term “consultant” or running a

business rather than use the term entrepreneur.
Some of the mentees who were comfortable with the word entrepreneur stated ""yes, heeause 1
wouldn’t see myself doing anything else. I always wanted to set up my own business" (mentee
D); ""I woidd say that I’m an entrepreneur. I would probably shy away from it at the start,
probably due to the confidence. / M’ouldfeel that I’m lacking skills needed but as time’s going
I’m realising now I have skills, I don’t have everything hut I definitely have something so I
M’oiild consider myself an entrepreneur’’'’ (Mentee I). Mentee B referred to himself as an
entrepreneur, based on the feedback and reactions from others to what he was doing. He
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identified that his concept/business is big. therefore the word 'entrepreneur' is applicable to
him. Mentee E stated "ya, I suppose I'ni comforlahle with the word entrepreneur heeause I
was always dependent on myself' likewise Mentee H said '7 was an entrepreneur sinee I was
11 or 10. It is in yoil'.

I'he reasons behind not using the word entrepreneur were as follows: Mentee K stated “/
probably use self-employed. Maybe it's the eonfidenee thing,, that I'm not your typieal
entrepreneur in that I'm not as eocky’ as most of them. " Mentee G stated the "entrepreneurs
move from one thing to the next, I eould see my thing happening hut I wouldn 7 elass myself as
an entrepreneur ...it just makes me eringe really”. ‘‘"Self-employed is way more ehilled out for
me. I'm not like into this entrepreneur buzz and people go around and make out it's great to
he an entrepreneur; that word just drives me honkers, I hate it””. Mentee A felt that ‘7’w
starting a business. I would say self-employed before an entrepreneur. I think it is either
eommon assoeiations with the word entrepreneur or my assoeiations with entrepreneur””. ‘‘"[It
is also] not aeeessihle to me - a person that got (sic) capital that (sic) is going to use that
capital to make more capital and that's great for them but this option is not available to me
without the capital". Mentee C stated ""I tend to tell people that I set up my own business. I
think of myself as running a business. I don't use a phrase an entrepreneur. I must admit, I
think it is very meaningless expression to be honest". Likewise Mentee J says ""I would never
ever have thought of myself as an entrepreneur. I think that's a new word. It has been thrown
out all over the place now. I think it is a new fancy wordfor something we have been doing all
our lives. I would say I suppose I run my own business. I don 7 even use the word selfemployed. Ya, I work for myself”.

The mentors were reluctant to use the term. Mentor 3 stated ""To me I work and I think an
entrepreneur is used too easily nowadays. To me you have to earn to he an entrepreneur".

[The real entrepreneurs] ""they had entrepreneurial spirit, they had a vision where they wanted
to take a particular business and like, they are business people and I don’t know, this
word... to me you have to earn that". She also stated ""entrepreneur is someone to me who has
taken an idea or a concept and grown it from nothing into something hugely successful or had
a vision and has taken that vision and made it reality and it is successful reality". She stated
""to me it is a job. I do my job, I work. I'm self-employed. I provide a living for myself”.

Similarly, mentor 5 stated simply ""no, I would say I am a consultant".
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Only one mentor. Mentor number 9 stated ^'Fm an entrepreneur in the start-up / am involved
in' however when it eame to his main business, '^eonsultaney - I would he reluetant to use
that term".
In summary, the main reason behind the reluctance tow^ards using the term ‘entrepreneur’ was
the expectations that it carries. Individuals who described themselves as entrepreneurs were
expected to achieve, deliver and finally, succeed.
failure and willingness to take risk.

No one associated entrepreneurs with

The individuals, associated this temi with already

existing and successful entrepreneurs like for example Denis O’Brien (Mentor 3).
Additionally, the debate regarding entrepreneurs being ‘born’ or ‘made’ could inlluence the
perception about being an entrepreneur.

The notion that entrepreneurs are born and

acquisition of entrepreneurial characteristics is genetic (Paris, 1991; Cohen, 1980) could
discourage the respondents to perceive themselves as an entrepreneur. This could be due to
the lack of entrepreneurship in the family or low self-esteem or self-belief.
fhe unawareness of entrepreneurial characteristics such as tolerance for failure, calculated
risk-taking, perseverance, self-starter (O'Peary, 2009; Morris et al., 2008) and the association
of the term with already successful and well known individuals discourage mentors and the
nascent entrepreneurs from using this term.

Perhaps, there should be a classification of

entrepreneurs beyond these terms and may be possible to link them to the size of their
business or success rate? However, an investigation into this dilemma is beyond the scope of
this research.
5.3.12 Conclusion
In conclusion, the relationship between the mentor and the mentee was transactional in nature
and did not always meet the expectations of the individuals involved in the relationship, fhe
time frame of the relationship was short term in nature and mentees had limited access to
expertise offered by their mentors. Additionally, some needs of the mentees were not met,
forcing the mentee to look for required information elsewhere.
The match between mentor and the mentee was not optimised. The choice of the mentor was
based purely on the Curriculum Vitae provided by the mentor to Enterprise Ireland. There
was no initial meeting between the mentor and the mentee prior to selection and individual
mentors do not network, hence resisting full learning from taking place.
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F\)rmal mentoring techniques were not used by the mentors.

Training provided by the

programme coordinators was very general and hard-skill oriented.

Businesses on the

programme were at various stages of the business life cycle, hence had different needs that
could not be fulfilled through generic workshops. The training provided to the mentor did not
address the specific needs of the mentee. It also did not address the soft-skills needed to
address the personal needs of the mentee or how to initiate and end the mentoring
relationship.
d'he duties of the mentors/ mentees were not outlined and communicated to the mentees prior
to the initiation of the relationship, which caused disparity between expectations and the
actual conduct of the mentoring relationship.
A mentoring team and access to many sources of experience was favoured by all mentees
interviewed. Some mentors however had difficulty with sharing of their mentee, suggesting
that the relationship would not form between the parties as a result of many agents in the
relationship.
fo conclude, the preferred mentoring structure adopted is informal in nature, fhe mentors
believed that their participation is voluntary, while their main motivation to engage in
mentorship was the self-satisfaction and giving something back, hence helping others,

fhe

majority of participants interviewed were dissatisfied with their mentoring relationships due
to mismatch of individuals, expertise and expectations. As stated previously, the process of
matching the mentor and the mentee should be evaluated and enhanced. This was identified
through the analysis of the Predictive Index personality tests which were conducted in Phase
four of the engagement. The literature emphasises the fact that the needs of the mentee
should be driving the agenda and the structure of the mentoring relationship as well as the
programme, while the mentor should have an understanding of the structure/relationship s/he
wants to create (Nesta, 2009) to best facilitate the identity construction of the nascent
entrepreneur.

The above findings indicate that NFEDP does not fulfil the needs of the

mentees from a mentoring relationship and lacks the structure and support required to produce
results in a form of growing entrepreneurs as well as businesses.
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5.4 THE PREDICTIVE INDEX (PI) TEST
Following this phase of the empirical research process, it was necessary to analyse the match
between the mentor and the mentee in order to examine the success rate of the associations as
well as the role that the mentor has on the identity construction of the nascent entrepreneur.
The Predictive Index Personality Testing was used for this purpose.

The profile of the

‘Typical Entrepreneur’ according to the Predictive Index literature is presented before
discussing the individual predictive index results of the mentors and mentees.
5.4.1 A Typical Entrepreneur
A typical entrepreneur is an individual who is naturally proactive, assertive, goal focused and
has good communication skills. S/he is creative, innovative and willing to challenge
assumptions and put forth their creative ideas.

The natural entrepreneur is resourceful,

impatient for results and capable of working under pressure, which produces better results
than doing routine work. S/he is also task focused, an independent thinker and comfortable
with working on their own. S/he has “assertive drive to accomplish their personal goals by
working around or through roadblocks'’ (O’Leary, 2009, p. 14). The literature also suggests
that entrepreneurs are more team focused and outgoing while according to Predictive Index
they are more self-confident, introspective and task-focused as highlighted by O’Leary
(2009).
I'he nascent entrepreneurs on the NFLDP do not necessarily have the natural entrepreneurial
profile, however some individuals recognise the need to behave in an entrepreneurial manner
and they adjust their behaviour accordingly.
Some of the participants who have natural entrepreneurial self-profile include; mentees A, F,
J, I, K and mentors 1,3, 5, 7 and 8.
Individuals who do not have an entrepreneurial self-profile but identify the need to behave in
an entrepreneurial manner (self-concept) include mentor 6 and mentees E and G.
A number of individuals who have natural entrepreneurial profile find themselves in an
environment which does not support their natural self These individuals include mentees A,
J, K and mentor 5.
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Other participants who do not have an entrepreneurial profile nor try to behave in an
entrepreneurial manner include: mentors 4, 9, 2 and mentees B. D and C.
rhe above suggests that a majority of the NFEDP participants recognise the need to behave in
an entrepreneurial manner. These behaviours come naturally to the majority of participants
which corresponds with the natural entrepreneurial profile according to Predictive Index
testing. Participants who adjust their behaviour to behave in an entrepreneurial manner can
experience tension, which can cause stress and perhaps prohibit them from becoming
successful.

Also, due to environmental forces, some entrepreneurial characteristics of

participants are either suppressed or fostered, suggesting that mentorship could perhaps
impact the entrepreneurial identity construction.

The above also illustrates that a small

number of mentors/ mentees do not have typical entrepreneurial profiles. The PI study would
suggest that these individuals partner up with others to build entrepreneurial businesses.
fhe focus here lies on mentees, as mentors do not undertake traditional entrepreneurial
activity which is associated with an act of innovation, risk taking and endowing existing
resources into new products as highlighted by Gasparski (2011), but provide consultancy
services.
5.4.2 Background to use of the Predictive Index in this study
fhe Predictive Index (PI) Test was used to examine the importance of work-related
personality with relation to the allocation of a mentor and a mentee on the New Frontiers
Entrepreneur Development Programme.
Phase 2 of the empirical data collection indicated that some mentoring relationships were
dysfunctional or did not optimise the outcomes expected from the mentoring engagement for
the mentee. It became evident to the researcher that mentors were selected based on the
Curriculum Vitae provided to the programme co-ordinator, which highlighted mainly their
professional, rather than, their personal and commercial competencies.

Even though,

personality testing is used on NFEDP, it is not taken into account at the time when mentoring
pairs are formed and is only undertaken by the mentee - the nascent entrepreneur.
It also became apparent that the needs of the mentee were not identified or perhaps classified
prior to the start of the programme, which could aid the allocation of an appropriate mentor, if
implemented.
192

The PI personality testing was used at the phase four of the empirieal researeh and eireulated
to the 10 mentoring pairs, fhe analysis of the results enabled the researeher to identify the
optimal mentor for eaeh mentee, but also to examine whether eaeh eurrent mentor fulfils the
personality requirements to work with his or her mentee. This analysis also supports the
findings from Phase three of data eolleetion, whieh identified that only a minority of mentees
is fully satisfied with the allocation of the mentor on the programme, and feel that the
relationships delivers the expected results.
fhe table below illustrates the mentor - mentee pairs and their actual personality (‘fhe Self)
and their work-place personality (‘The Self-Coneepf). As stated in Chapter Four, due to
confidentiality reasons, the individual profiles of the mentors and the mentees could not be
published. Chapter Four in 4.9.2 Predictive Index included an example of the Predictive
Index profile of the researcher (page 145) and a typical entrepreneur, to illustrate the use of
the tool and how to interpret it.
fhe findings from the Predictive Index are outlined in Table 9 (below); the Self and the SelfConcept of each mentoring pair is highlighted, fhe findings relate to the match outcome and
the preferred mentor for the mentee.
Table 9: Predictive Index Profiles (Mentoring Pair 1)
The Self and the Self-Concept of Mentoring Pair number 1 will be discussed below:
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Mentor 1

u.
E

OX)

c

o

c

Mentee 1-

1IIK SKl.l
Mentor 8 is \er> high in F'actor A I'his means he is conlldent.
and Ills conlldence comes from witliin lie is assertice and
independent, lie prefers to work b\ himself, he \alues his
deeisKins. ideas. opiiiKins and actktns. In a team, he probably
would take the role of a leader lie Is competitive and primarily
interested in aehieving tangible results, lie ls driven, determined
and foeused. He wants to do more and Ivetter than others. He is
also very low in factor B. which represents extroversion. As a
verv competitive and self-motivated individual, he is very serious.
task oriented and introspective Mentor 8 does more thinking
than talking; hence he is not very socially oriented, t-actor C
represents patience His patience levels are very low He is fastpaced, tense and restless. He requires immediate results, he is
impatient and he functions at a faster-than-average pace.
Mentor 8 ls flexible, capable of change and prefers variety
rather than routine and stability . Factor D represents formality
and adhering to rules/structures. Mentor 8's factor D is very
high, meaning that he is careful, attentive to details and aecurate
with whatever he dtx's. Even though he Ls tense and he wants to
get things done quickly, he ensures that whatever he does is
done as accurately as possible. He is respectful of established
rules, policies and standards. He is pro-active in hrs approach.
His morale is '’6
Mentee F is very high in Factor A. This means he is confident.
and his confidence comes from within. He is assertive and
independent. He prefers to work by himself; he values hLs
decisKtns. ideas, opinktns and actKvns In a team, he probably
would take the role of a leader. He is competitive and primarily
interested in achieving tangible results. He is driven, determined
and focused He wants to do more and Ivetter than others. He Ls
also moderately low in Factor B, which represents extroverskin.
1 le LS competitive and self-motivated indiv idual. he Ls serknis.
task oriented and intros|x:ctive but capable of being stimulating.
enthusiastic and |X'rsuasive to achieve results. 1 le can delegate
and work as part of the team, if needed. 1 le dex's more thinking
than talking; hence he Ls not very socially oik'iited. Factor C

niK SKI J -( <)\C KPI
fhe env ironment in which the mentor operates
requires him to lx- even more comfx’titive than he
is naturally His A factor shifts further to the right.
becoming extremely high. He also identifies that
the env ironment requires him to be more outgoing.
communicative and socially oriented. His B factors
moves from very low to moderately high. Fhis may
come from the need to get more out of people, to
be more persuasive in expression or articulate. His
patience levels, factor C moves from very low to
extremely low. suggesting that the env ironment in
which he operates is fast paced and changes very
often. He has to think and act very quickly . This
can relate to factor D w hich moved a bit to the left.
closer to the average. This suggests that he will
apply the rules when needed however the rules will
not constrain him from achiev ing the results. He Ls
still pro-active. His morale Ls 31. Mentors 8's
profile is entrepreneurial in nature

Mentee F factor A remains moderately high, his
work requires him to be competitive, confident and
independent. Even though he Ls low in Factor B,
the environment in which he operates requires him
to limit his social interaetKin even further Factor B
shifts further to the left, he must lx* very task
focused, serious and introsjx'ctive. Patience levels
on the other hand shift slightly to the right, and
even though he is tense, restless and impatient for
results, he is required to be more stable, calm and
at ease with unchanging environment/ familiar
people Formality remains constantly high; he
values standards, rules and policies, fhe area in
represents patience His patience levels are very low He is fast- which he operates can be highly formalized Hls
paced, tense and restless. He requires immediate results, he is morale increases to 20 and he remains pro-aetKe
impatient and he functkvns at a faster-than-average pace. in hts approach. Natural entrepreneurial profile
Mentee is lle.xible. capable of change and prefers variety rather
than routine and stability Factor D represents formality and
adhering to rules/structures. Mentee F's factor D is moderately
high, he Ls careful that whatever he Ls responsible for Ls done
right, he resfxcts proven rules and standards. I le Ls pro-actrve in
hLs approach His morale Ls 17.

In conclusion Mentee F required a mentor who was ealm, deliberate and soeially oriented,
someone who would strueture, plan and manage his tense and eompetitive nature.

This

person needed good eommunieation skills. The ideal mentor should be patient and foeus on
the process in order to aehieve the end objeetive. The mentor should be eomfortable with
rules and regulations but also be able to work without them. The mateh between the above
mentor and the mentee was satisfaetory.

The mentor was soeially oriented and his

eommunieation skills were good. The environment in whieh they both operated was highly
regulated however the mentor was eapable of dealing with rules and standards. Both
individuals were of an entrepreneurial nature. The mentor was persuasive and in a position to
get more out of his mentee.

The morale of the mentor and the mentee also inereased,
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suggesting that this personality pairing was easy to sustain over long periods of time and both
individuals were in a position to respond to the environmental expeetations.
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Table 10: Predictive Index Profdes (Mentoring Pair 2)
T he Self and the Self-Concept of Mentoring Pair number 2 will be discussed below:
\ AMK

THESKLF
Mentor 3 is iTirxierately competitive in nature. She is independent
while her conlldence comes mainly from the social setting rather
than herself She is outgoing, communicative and socially
oriented. She is interested in achieving tangible results and

Mentor 3

fN

L.

c
3

I MF. SELF-( ONC KPl
Mentor 3 knows what is required to be an
entrepreneur She tries to become more selfconfident and competitive She values her ow n
ideas and opinions and tries to make decisions
independently, rather than get the confidence
trough social interaction. The extroversion factor
shift to on average. This means that she can, when
required work independently or in a team. She can
be also either task or socially' oriented, depending
on the circumstances Her patience levels remain

determined to do more than others, she could do it independently
or as a part of the team She is capable of being persuasive in
expression and at ease w ith people Mentor 3 is impatient, she is
driven to release that tension in action, she can adjust quickly to
situations and functions at a faster-than average pace Her
formality is moderately high, she respects standards and rules.
however could disregard them if it prohibits her from achieving unchanged; she remains tense, impatient and
the ultimate goal She is accurate with detail and careful that driven Similarly, formality remains moderately
w hatever she is responsible for is done right 1 ler morale stands high, she is respectful of established, proven rules
at 43 and she is pro-active.
and attentive to and accurate w ith details. Her
morale lowers to 31, suggesting that this shift in
behaviour requires energy. It could be sustainable
over long period of time, as decrease is not
significant She remains proactive
Mentee L-’s prollle is very narrow. His dominance is moderately
low; he is agreeable, ccxiperative and comfortable working under
su|iervLsion. He requires direction and [performs better as a
memlx'r of a team [-xtroversion levels are also low, indicating
that he is serious, introspective and task oriented He is not at
ease with people, he is calm, stable and patient, factor C is
average, suggesting that he is at ease and secure in the familiar,
unchanging environment, however could adjust to a variety over
a period of time Any changes made that could innuence him
would lx; small and incremental. His formality is very high.
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Mentee K

Mentee understands what is required to be an
entrepreneur and he behaves in an entrepreneurial
manner. His A factor shifts significantly to the
right, he tries to be independent, confident.
assertive and sure of his ideas- decisions, 1 le is
trying to be pro-active in his approach flis
extroversion moves to average He tries to be
more outgoing and communicative Naturally he
would be more task oriented, while in the work
place he tries to be enthusiastic, stimulating and

meaning that he can oix-rate in a highly structured and regulated persuasive. His patience shifts considerably to the
environment He is comfortable w ith following rules and policies. left becoming very low He is tense, restless and
His morale is at 44, and he is risk avoidant
fast-paced
Even though his formality was
mcxlerately high, he stepped away from rules and
became informal and flexible in his approach to
technical and sexial aspects of work He became
results rather than prrxess driven. Naturally a risk
avoidant individual, now he tries to lx tolerant of
risk and uncertainty His morale decreases to 26,
indicating that it takes a lot of energy to maintain
the entrepreneurial profile

Mentee H required a mentor who was competitive, driven and socially oriented, someone who
was able to work in a highly unfamiliar environment and someone who is flexible with rules
and focuses on the end goal, but also knew how to get there. He needed a mentor who was
capable of taking calculated risk but who was calm and deliberate.

In this relationship

however the match between the mentor and the mentee was not optimal. Both individuals
were trying to become entrepreneurial in their approach to work however it required a lot of
energy, as their morale decreases. The mentor preferred to work independently and valued
her own ideas and opinions.

Communication between both individuals appeared to be

insufficient. The mentee required a mentor who was patient, calm and was aware of rules and
procedures that need to be followed. Mentee E was naturally risk avoidant and tried to
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become comfortable with risk, hence the Mentor should be careful, patient and perhaps risk
avoidant.

Table 11: Predictive Index Profiles (Mentoring Pair 3)
The Self and the Self-Concept of Mentoring Pair number 3 will be discussed below:
NAME

niESEiJ

rilESEEF-CONCEPI

Mentor 7

Mentor 7's profile is similar to the profile of an entrepreneur but
narrower, lie is self-eonfldent. assertKe and independent. He is
task rather than soeially oriented. He prefers to work
independently rather than in a team. His extroversion is low; he
thinks things through before he aets on them. He does more
thinking than talking. His patienee is average, meaning that he
ean be either tense and fast-paeed or ealm and deliberate. He
can adjust dependnig on the situation. Ilfs fonnality is also close
to average, suggesting that he res|X'cts and applies the rules
w hen required. 11 is morale is 21 and he is analytical technical.

'Hie environment in which the mentor operates
requires him to be less eompetitae and more
people-focused. Factor A shifts to the left, while
factor B moves from moderately low to average
indicating that he could be serious and introspective
in some eases, while di other he would be
optimistic, ptrised and at ease hi contact with
people. His patienee levels move to moderately
low, hidicathig that he is tense and restless. He is
impatient for results and able to respond to the
changes hi the environmeiit. Hie levels of fonnality
remain at moderately high level suggesting respect
for rules and policies but application when required.
I ILs morale is 14, suggesthig eonsumption of energy
to deliver on the above. I le reniahis analvtieal
technical

Mentee C's profile is very narrow. He is moderately high in
factor A, indicating self-eonlldenee and independenee. He is
serious; task Ibeused and prefers to work bv himself Ills
patienee and formality are both on average. It means that he ean
adjust his behaviour depending on the situation. I le ean be either
tense and restless or systematic in behaviour and comfortable
with familiar, unehanging environment. His morale is high, at 54
and he is a risk taker.

file environment, hi which mentee C operates,
requires him to behave signilleantly difTerently to
Ills natural self He becomes more soeially
oriented. Ills eompetitiveness and self-eonlldenee
diminish and move from moderately high to on
average. His extroversion shifts to the right
becoming very' high. I le must lie outgoing,
eommuiiieative and at ease in contact with people,
even though naturally he is serious and prefers to
do more thiiiknig and talking. Ills patience levels
increase, he is stable, reliable and systematic in
behaviour. I le is hielined to accept tlihigs the way
they are rather than seek ehange. fhe formality
levels on the other hand shift considerably to the
left, he needs to be flexible and infoniial in his
approach and more eoneem with the results than
the details of specifics of the process behind the
results. He is tolerant of risk and uneertainty. His
morale increases to 58 and he is informal in his
approach.___________________________________
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Mentee ('

Mentee’s C mentor should be socially oriented. S/he should be risk avoidant and impatient for
results. S/he should be driven, self-confident and cooperative and informal in nature. The
match between mentor and the mentee was very positive. The mentor fulfilled the mentee’s
personality profile well. The mentor was driven and impatient’ which complemented the
stable and systematic behaviour of the mentee. The mentee may become too relaxed, hence
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the mentor must intervene and be eonfident and tense. I'he mentor was also people foeused
and his approaeh was formal.
Table 12: Predictive Index Profdes (Mentoring Pair 4)
The Self and the Self-Concept of Mentoring Pair number 4 will be discussed below':
NAMK

Mentor 1

E
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Mentor 1 is of entrepreneurial nature, lie Ls self-eonfident.
eompetitive and driven. 1 le prefers to work b\ himself rather
than m a team. Me Ls task-oriented, tense and eapable of
responding to change. He has ver\ high respect for established.
proven rules and ptrlieies. lie Ls attentive and careful with
details; he ensures that ever\thing Ls done right and at the
highest possible standard. His patience levels are moderately
low, he seeks results and Ls ver\' driven. He Ls not at ease with
people, he prefers to think things through before speaking. Ills
morale is at 49 and he is fomial in liLs approach.

Hie etivironment in which Mentor I operates
requires him to be less self-confident and
competitive. Factor A is moderately high but close
to on average. I his could hidicate that he needs to
work with people on a daily basis and be tiiore
confident sociallv . His extroversion and patience
remain moderately low and his fonnality remains
unchanged at very high. His morale is at 40 and he
remain fomial in liLs approaeh.
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Mentee J has an entrepreneurial self-profile. She is very
eompetitive, driven, tense, and restless and thinks/ fimctions at a
faster-than-average pace. She prefers flexible and changing
environment. She Ls interested in primary results and Ls
determined to do more and do it better and faster than others.
1 ler extroversion Ls on average, meaning that she can work with
[reople
if she wishes too, she would lx; an optimrstie. task
Mentee J
oriented but also at ease with people individual. Her patience
levels are very low. indicating her drive and impatienee.
formality Ls considerably high; she res|x;ets rules and Ls careful
that whatever she is res]xinsible for is done right. I ler morale Ls
29 and she is pro-active and eareful w ith rules.

Factor A shifts from moderately ver> higli to
average. .She must become more erxiperathe and
comfortable with working luider suix;rvision.
However, depending on the situation, she can go
either way. Her extroversion has decreased even
further, she is required to be more serious, task
oriented and thinks more before acting. She is also
required to be very patient, which she is not
natural. 1 ler patience levels are moderately high.
indicating that she should be stable, calm and
deliberate. Adliering to rules and fonnality remains
moderately high. Her morale decreases to 18 and
she must be formal.

Mentce J requires a mentor who is patient, calm and deliberate, fhe mentor should be socially
oriented and comfortable with a familiar, unchanging environment. S/he should be able to
deal with an environment with little or no rules. The mentor should also be informal in his or
her approach. The match between the mentor and the mentee was not quite a successful one.
The mentor should adopt a more informal structure. S/he should be competitive and more
socially oriented. Mentor Ts formality is high, while the required mentor should have an
ability to deal with flexible and an unstructured environment.
Table 13: Predictive Index Profiles (Mentoring Pair 5)
The Self and the Self-Concept of Mentoring Pair number 5 will be discussed below:
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Mentor 9 is cxlrcineK agreeable. ecxiperati\e and eomlortable
working under su|X'r\ision of'others or as a member of a team.
I le is not ver\ eonlldent and independent; he needs direetion and
eonlinnation of his ideas/ deeiskms. lie is also serioiLS and task
oriented. His patienee levels are also moderatcK low, indieating
that he is naturally restless and tense. I le is impatient for results
and requires \ariet\. He feels very strongK about rules and
Mentor 9
standards, his fonnalitx is extremely high. He is eonseientious
thorough and eareful with whatever he is responsible for. His
morale is 18 and he is risk avoidant

Dominance factor and formality are lx)th shifted to
on axerage. Ihrs suggests adaptability. 1 le tries to
be more competitive and eonlldent within himself.
1 le K driven b\ tangible results and determined to
achieve. His extroversion is very higli. he tries to
be more outgonig, communicative and socially
oriented, fhis goes against his natural self He b
naturalK serious and thinks more than talk. 1 le is
even more tense and fast paced hi this v\ork
enxironment than naturally. He also compromised
his accuracy w ith details and adliering to rules and
standards. His morale however increases to 25 and
he is quick to connect to people.

Mentee D is moderateK agreeable and ecxrperatixe. He is
comfortable working with people; he gets his eonfidenee through
social interaction. His extroversion is very high, indicating that he
is outgoing, eommimieative and optuiiistie individual He is at
ease in contact with people and he can be persuasive in
expression. He gets the work done through others; he is not
competitive, suggesting that he is capable of delegating and
empowernig others. Hi> patience levels are moderately low and
so is fomiality. He is restless and tense, and he is motivated by
Mentee 1) tangible, fast achievable results. 1 le can cope w ith uncertanity
and unfamiliar environment. He can adopt quite well. He b also
informal and Ilexible in hi> approach. 1 le is more eoneemed with
results rather than the process and specifies behind it. He is
tolerant of risk and uncertainty . His morale ls 44 and he is c|uiek
to eonneet to [xople.

Mentee D recognizes that he has to be more
competitive and even more socially oriented in Iib
work environment. He becomes very high in
dominance, he is self-contldent. independent and
sure of his deciskrn. He Ls competitive and wants to
achieve more and better tlian others. His
extroversion becomes extremely high; he b even
more outg(hng and c(xnfortable around people. He
is enthusiastic, articulate and optiniBtic. His
patienee levels however decrease. 1 le is himgry
for results and releases that tcnswii in action. 1 le
thinks and funetkrns at a faster-than-average pace.
f ormality remains moderately low, he d(x;s not feel
a strong obligation to eonfinn to established
systems or policies. He is Ilexible and capable of
change. He can adjirst to the requirements of the
environment in which he ofxrates. 1 lis morale is 45
and he is even quicker to eonneet to people.
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Mentee I) requires a mentor who is eompetitive, driven and task oriented. S/he should focus
on the process and how to get to the end goal/result. His mentor should be patient, calm and
deliberate. This person should be informal and moderately risk cautious. The ideal mentor
should be proactive and able to make independent decisions, be self-confident and confirm to
standards and policies. The match between the mentor and the mentee was not optimal and
the individuals seem not to engage fully with each other. Mentee D requires a mentor who
adheres to rules and standards while Mentor 9 compromised these qualities. Mentor (9) also
became very tense and acted before thinking. Similar traits were exhibited by the mentee.
fhe mentee requires someone who would oversee the process and ensure that it was fulfilled
in order to achieve the end objective. The mentor also tried to be more outgoing and socially
oriented which the mentee had in abundance. The mentor should be more task and process
focused to compliment the mentees traits and skills.
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Table 14: Predictive Index Profiles (Mentoring Pair 6)
I'he Self and the Self-Concept of Mentoring Pair number 6 will be discussed below:
NAMK

Mt'ntor 5
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Mentor 5 is extrcmcK high in dominance. He is eompetithe, self
fhere is a significant shift in the mentor's
conlident and assertive. He Ls ver\ sure of liLs ideas and values
dominance.
He moves from extremely high to
his decisions and actKais. He Is not socially oriented, he Is
extremely low indicating that he needs to be
serious and matter of fact. I le focuses on the task at hand and
cooperative, agreeable and comfortable with
thinks things through before he speaLs. I le is also extremely low
working imder supervision or as a part of the
in patience, fhls indicates that he Is naturally fast paced, tense
group, even though he prefers to be a leader. His
and restless. He needs to get things completed spcedly and he is
results driven. He has a high degree of llexibilitv and abilitx to work environment also requires him to be very
adjust to situations when required. Ills formality levels are outgomg and commiuiicative. Working with people
moderately high, suggesting that he Is comfortable with following forces him to be capable of being stimulating,
and applying the established, proven rules. His morale is at 49 enthusiastic and persuasive in expression. His
patience levels shift to moderately high indicating
and he Is pro-active.
he has to be patient, stable and calm. Fiven though,
naturally he Is tense and comfortable in flexible,
continuously changing environment, he now needs
to be secure in the familiar, unchanging and stable
environment His fonnalrty moves to on average,
suggesting that rules cannot be applied to all
situations and he must be more relaxed with them.
This goes against his self-profile, where fonnality Is
moderately high. Morale drops to 40 and he is now
required to be risk avoidant.

Mcntee (i's dominance is on average. In certain situations he
can be agreeable and cooperatKe. while in others he can be selfconfident and competitKc. Ills extroversion Is moderately high,
suggesting that his conlldence eomes from interacting with
|x;ople. I le is communicative and optimistic. I le rs more socially
than task oriented. Ills patience levels on the other hand are
very knv. I le is tense and restless. I le wants immcdlite results.
I le Is flexible, likes variety and fast-paced. I le moderately trirsts
rules and [xilicies and Is inclined to irse them if they help hhn to
.Mcntee (i
achieve the end goal. Ills morale Is at 22 and he is careful with
rules.

Mentee G tries to behave in an entrepreneurial
manner. Ills competitiveness and self-conlidcnce
increase to moderately high. He must triLst his
ideas, decisions and opinions. 1 le is driven by
achieving tangible results. Ills extroversion also
increases moving from moderately to very high,
forcing him to be more outgoing and
communicative. He remains very stx;ially oriented
Ilie environment forces him to aet at an even
fa.ster-pace. He Is tense and restless. He enjoys
variety and a challenge. Ills formality moves to the
lefl. becoming average, fhis means that he can
adapt, he can be infonnal and flexible in his
approach, focus on the bigger goal or very
structured and accurate with detail, ensuring that
the process is carried out correctly in order to
achieve the end result. His morale increases to 25
and he becomes pro-active.

Mentee G requires a mentor who is competitive, serious and driven. His mentor should be
task oriented, process focused/driven and very patient in his/ her approach and be capable of
working in an environment where rules are flexible but adhered to when necessary. The
empirical research suggests that this match is unsuccessful, however the PI profile would
suggest that these individuals should have worked well together. The mentor tried to be more
patient in his approach. He also tried to be comfortable in an entrepreneurial environment and
adhere to rules and procedures. His morale however decreased suggesting that he expended a
lot on energy to behave in the required manner,
200

fhe empirical research suggests that this

relationship is dysfunctional as the mentor did not identify what the mentee expected from the
association and even though their personalities were compatible, the mentor was not in a
position to fulfil the needs of the mentee. Fhs formality could perhaps increase and he could
have been more people focused.
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Table 15: Predictive Index Profdes (Mentoring Pair 7)
I'he Self and the Self“Coneept of Mentoring Pair number 7 will be discussed below:
NAME

THE SELF-CONCEPT

THE SELF

Mentor 5 is extremely high in dominance, lie Ls
competitive, sell'-conlldent and assertive. He Ls very
sure of his ideas and \ alues his decisions and actions.
1 le is not soeialK oriented, he is serious and a matter of
fact. He focuses on the task at hand and thinks things
through before he speaks. 1 le is also extremely b\v in
patience. 1 his indicates that he is naturally fast-paced.
tense and restless. He needs to get things completed
fast and he is results dri\en. 1 le has a high degree of
flexibility and abilitv to adjust to situations w hen
required. His formality levels are moderately high,
Mentor 5
suggesting that he Ls comfortable with follow ing and
applying the establLshed. pro\en rules. His morale is at
49 and he is pro-active.

fhere is a siguilleant shift in mentor's dominance.
1 le moves from extremely high to extremely bw
indicating that he needs to be ccxiperative.
agreeable and comfortable with working under
supervision or as a part of the group, even though
he prefers to be a bader. His work environment
also requires him to be very outgoing and
communicative. Working with people forces him to
be capable of being stimulating, enthusiastic and
persuasive in expressbn. His patience bvels shift
to moderatelv high indicating he has to be patient,
stable and calm, {'.ven though, naturally he is tense
and comfortable in flexible, continuously changing
environment, he now needs to be secure in the
familiar, unchanging and stabb environment. HLs
formality moves to on average, suggesting that
rubs cannot be applied to all situatbns and he must
be more relaxed with them. This goes against hLs
self-profile, where formality is moderately high.
Morale drops to 40 and he Ls now required to be
rLsk avoidant

file dominance factor is on average. 1 his means that
Mentee B can lx; agreeable and cooperative but also
eonlldent and independent depending on a situation.
1 lis conlldenee comes from others, he Ls moderatelv
high in extroversion, and he is socially oriented.
outgoing, communicative and persuasive in expression.
HLs patience levels are very low; he Ls restless, tense
and last-paced. He prefers variety rather than a
Mentee B
familiar, unchanging env ironment. HLs formality and
attention to details are average or moderately low. I bis
indicates that he is informal in nature and more
concerned with the end results rather than the process
to get there. 1 le does not feel obliged to conform to all
established rules and policies. He is tolerant of rLsk and
uncertainty . His morale Ls 55 and he Ls quick to connect
to peopLv

Mentee B's eonfidenee and competitiveness
increase in his work env ironment. He is required to
be sure of his deeisbns and aetbns. lx eonlldent
and assertive. 1 le remains socially orbnted.
outgoing, communicative and at ease in contact
with peopb. He is socially confident. He remains
impatient and fast-paced. Similarly , formality levels
remain unchanged, fhere is a minor decrease in
morale, down one to 54.
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Mentee B requires a mentor who is self-confident, task oriented, serious and very patient. His
mentor should be cooperative, perhaps formal in his approach to business, but informal when
dealing with the mentee. He should be comfortable in a familiar environment and focus on
the process which leads to the end goal. The match between Mentor 5 and Mentee B was
sufficient, however, was not optimized. Mentee B required a mentor who is very patient and
self-confident and task oriented. Mentor 5 however was agreeable and cooperative.

His

patience levels increased however he became risk avoidant, meaning that he was
uncomfortable in an entrepreneurial setting.
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Table 16: Predictive Index Profdes (Mentoring Pair 8)
I he Self and the Self-Concept of Mentoring Pair number 8 will be discussed below :
NAME

00
Xi
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THE SELF-CONCEPT

THE SELF

Mentor 6's prollle is somewhat entrepreneiiriat He is
very eompetitixe. eonlldent. assertive and independent.
1 le t'oeiises on aehieving tangible results. I Its
extroversion Ls moderateIv low. he would be more
serious, task oriented and a matter of taet. rather than
outgoing and soeiallv oriented. HLs patienee levels are
also bvv. he is tense and restless, he releases that
Mentor 6 pressure in action. He does more thinking than talking.
1 le ean eope vv Hh change. I'ormalitv Ls average, he
respects rules but his approach towards them Ls llexible
and informal. He Ls eoneerned with the outcome but
when required he will focus on the process as well. 1 le
is a risk taker and his morale is 10. His prollle is
narrow, indicating that his behaviour is toned down.

Mentor 6 profile became wide, his behaviour is
strongly expressed. He is very comfietitive and
independent. He is confident of his ideas/ decisions
and actions. His extroversbn increases, he Ls
required to be moderately outgoing.
communicative, optimistic and at ease in contact
with people. His patience levels decrease even
further, he is fast paced, impatient, tense and
restless. He prefers an unfamiliar, changing
environment. His formality remains the same, he
can be either informal/ llexible in hLs approach to
technical/ social aspects of work or formal and
accurate with and attentive to detail. 1 le is
proactive in his approach and his morale is at 13.

Mentee 1 has entrepreneurial qualities. She Ls
eonlldent. independent and moderatelv competitive.
Her eonlldenee comes from social interaction rather
than herself She Ls outgoing, communicative and
optimLstie indiv idual. She Ls soeiallv rather than task
oriented. She Ls stimulating and enthusiastic. 1 ler
patienee levels are k)vv. she Ls tense and results driven.
She Ls last-paced and she wants to achieve tangible
results quickly. Mentee 1 is careful that whatever she
is responsible for is done right; she is attentive and
accurate with detail. She respects proven rules and
policies. 1 ler morale is 42 and she is careful with rules.

fhe dominance and extroversion levels remain
unchanged at moderatelv high. The env ironment in
which mentee operates however requires her to
become a bit more patient, stable and deliberate.
fhe patienee levels shift from e.xtremelv to
moderately low. She must be more eomfortabb
with familiarity and unchanging environment.
SimilarN, her I'ormalitv moved to average.
indicating that she must lx- a bit more informal and
llexible in her approach to technical and social
aspects of work. She is still capable of being
attentive and accurate with details when required
but must focus more on the end goal rather than
the details or specifies of how these results are
achieved. 1 ler morale increases to 45 and she is
pro-active in her approach
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Mentee I

Mentee 1 requires a mentor who is agreeable, cooperative and self-confident. S/he should also
be patient and calm,

fhe ideal mentor should be process oriented and aware of how to

achieve the end goal, what process to follow. S/he should be llexible with rules and fast
paced when it comes to business, fhe mentor in this relationship met some of the needs of
the mentee. For example the mentor was self-confident, competitive and tense, flowever, he
was also flexible with rules and focused on achieving the end goal. He was impatient in
nature, while the mentee required an individual who was patient and deliberate.
Table 17: Predictive Index Profdes (Mentoring Pair 9)
I’he Self and the Self-Concept of Mentoring Pair number 9 will be discussed below:
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THE SEEF

THE SELF-CONCEPr

Mentor 4's profiL' is \ery narrow. Ilis bcha\ ionr is
suppressed (toned down). 1 ler moraL' Ls 34 and she is
a risk taker. She Ls moderately eompetitive. assertive.
independent and prefers to work by herself ratlier than
in a team. She foeuses on aehieving tangible results
and is determined to do more and better than others.
1 ler e.xtroversion is knv. she Ls serious, introspective
and task oriented. 1 ler patience Ls average, she can be
stable and calm but also tense and restless depending
on the situation, fhe environment in which she
operates could be stable and familiar but may also
require her to change or may include some degree of
variety. Her formalitv is average, she can be informal
and flexible or attentive to and accurate w ith detail.

Mentor 4 sees that she needs to be more
competitive and self-confident. Her dominance
shifts further to the right. She also becomes more
serbus. introspective and task oriented. She Ls
tense and restless. She releases that pressure in
actbn. She is task oriented. Her patience levels
remain unchanged with formality decreasing.
shifting to the left. Her respect for established.
proven rules diminishes, she becomes informal and
flexible. She Ls also more concerned with the
overall outcome rather than the process behind it.
Her morale is down to 12 and she is analytical
technical

Mentee A is naturallv entrepreneurial. He is fhcre Ls a significant change in Mentee’s A
competitive, self-confident and indejxiiident. He enjoys profile. His environment requires him to be
working by himself, he is serious, introspective and task extremely agreeable, cooperative and comfortabL'
oriented. He is driven to achieve tangible results as with working under supervisbn or in a team. He
soon as possible. His patience levels are moderately remains task rather than socially oriented; he is
k)vv. indicating that he is tense and restless and serious and matter of fact, fhis must make
Mentee A impatient for results. 1 le is also llexible and capable of interactkai with others difficult. He must accept
change however it could not be against the rules as he things are they are rather than seek change. He is
is respectful of establLshed. proven policies and also required to be verj' patient, stable and ealm.
standards. He is accurate with and attentive to detail 1 le must be reliable and systematic in his
1 lis morale is 29 and he is formal in his approach.
Ixhavknir. 1 le must all follow rules and be
attentive to and accurate with detail. His morale
decreases to 25 and he Ls rLsk avoidant and formal.

Mentee A requires a mentor who is soeially oriented, driven but ealm and deliberate. S/he
should be patient, foeused on the issue and should be formal in approach to the mentee. The
mentor is more task rather than socially oriented, she is however self-confident and motivated.
She is also flexible with details and informal, the mentee however required a more formal
approach to the relationship, fhe mentee should be more self-confident and competitive. The
mentor should also be a risk taker and process focused. This relationship therefore was not
optimised.
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Table 18: Predictive Index Profiles (Mentoring Pair 10)
I he Self and the Self-Concept of Mentoring Pair number 10 will be discussed below:
NAME

THE SELF

THE SELF-CONCEPT

Mentor 2's protllc is very narrow. Ills dominance is
average, lie is agreeable but confident, lie is
independent but he can also work as part of the team.
He is sure of his decisions/ opinions but be appreciates
input from others, lie is moderately extro\erted. He Ls
outgoing and communicative, optimistic and sociall>
oriented. He can be persuasive in e.xpression and
stimulating. His patience levels are moderately bw. He
is naturally tense and fast-paced. 1 le is driven and
impatient to achieve tangibb results. 1 le is flexible and
capable of change. His formality Ls also on average.
He respects rules but is not governed by them. His
morale is very low at 7 and he is a risk taker.

I he dominance factor shifts to the left, he is
required to be more crxiperative and agreeable. He
is socialK oriented and outgoing. 1 le enjoys
working with people. His patience levels are
moderateh low. he is tense and restbss. His
formality however increased to very high, he
respects rubs and standards. He is careful w ith
anything that he is responsibb for and accurate
with detail. His morale is 6 and he is risk avoidant.

Mentee K has an entrepreneurial profile. She is selfconfident. assertive and independent. She is primarily
interested in achieving tangibb results and she is
determined to do more and do it Ix'tter than others. She
Ls serbus; task orbnted and thinks things through
lx fore she speaks. 1 ler extroversion is very low. She is
not outgoing and eomfortabb working witli [xopb. Her
Mentee K patience Ls moderately knv. she is tense and restbss.
She is impatient for results and she is eoneerned with
the end goal rather than the steps to aehbve it. She is
very strict with rubs; she respects established proven
rubs, policies and standards. She is accurate with and
attentive to detail. Her morale is 1.3 and she Ls formal in
her approach.

Mentee K environment requires her to be
agreeable, cooperative and comfortable working
with others or under supervisbn. fhis gexs against
her natural self She must be also more outgoing,
communicative and socially orbnted. Naturally she
would be more task focused. 1 ler extroversbn
moves significantly to the right becoming very high
in result. Her patience bveLs and formality fall to
moderately bw. She needs to be more informal
and Ilexibb and she Ls not required to confirm to
any established systems or policies. She must be
tobrant of risk and uncertainty. 1 ler morab is bw
at 4 and she must lx informaL peopb's person and
quick to connect to peopb.

Mentor 2

L.
a>
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s
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Mentee K requires a mentor who is ealm, slow paeed and capable of planning step by step
approach to achieve the end goal. S/he should be socially oriented, at ease with people and
patient. This person should also be llexible with rules and informal in nature. The mentor
should be self-confident and independent rather than cooperative and agreeable. The Mentee
required an individual who would be people focused and very patient rather than tense and
restless. The mentor had indeed a high formality however he should have been also formal in
his approach and a risk taker, if s/he is to suit the mentee.
In conclusion, the niajority of mentoring pairs were not assigned correctly. The tables above
illustrate the personality mismatch, which should be avoided as highlighted by Worell (2002),
Torrington and Taylor (2009) and Hansman (2001). The mentees did not benefit from their
mentor’s expertise, and even if they did, their interaction was limited. This had a restrictive
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effect on the learning process and the identity construction of the nascent entrepreneur
(Kahle-Piasecki, 2011; Griffin, 2012; Bandura. 1986; Meyers et ah, 2010; Fournier. 1989).
Without interaction and engagement, learning will not happen (Meyers et ah, 2010).
The programme is short-term in nature and the needs of the mentee are not sufficiently
addressed. The main focus behind the selection of the mentors is based on his or her business
skills rather than their overall professional and personal competence.

This is not

communicated to the programme participants, i.e. the number of successful entrepreneurs
mentored by the mentor and so on. The process of selection of the mentor and the mentee
should be more structured and monitored, as mentors are the employees/consultants of
Enterprise Ireland, while the mentees are Enterprise Ireland clients. The focus should be on
the productivity of the association, otherwise the resources are underexploited.
5.4.3 Conclusion
fo conclude, personality testing was not utilised in the NEED? and the match between mentor
and the mentee was not optimised as a result. Some mentees were more fortunate than others
and choose the correct mentor or an individual close to their ideal match. Iwen though some
relationships were correct, it appears that the structure of the programme prohibited them
from progressing in same eases.

fhere was also little understanding between some

individuals as to what the mentee wanted to achieve from the programme, which resulted in a
negative impact on the engagement between mentors/ mentees. The mentees are first to
disengage if their expectations are not met. All of the tools used to optimise the success of the
mentor-mentee relationship should be used in an integrated, informed manner to ensure that
the time spent on the Nf’EDP is as productive as possible.

The focus should be on the

personal and professional growth of the individual and the mentor should be used to facilitate
such development with for example the use of mentoring techniques proposed by Megginson
and Clutterbuck (2005) which can be found on pages 104 and 105.
The notion of a mentoring team should also be considered, as one individual perhaps may not
have all of the required soft skills and expertise for an entrepreneur, hence a pool of
knowledge and experience would enable the participants to improve in the areas that they are
lacking and seek applicable to them information.
4'he predictive index test also highlighted some the entrepreneurial characteristics possessed
by the individuals, if at all.

This could be linked to the question whether entrepreneurs are
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born or made and whether the mentor aetually has an impact on the entrepreneurial identity
construction through engagement in a mentoring relationship. The question is whether the
mentor should also be of an entrepreneurial nature to aid the growth of an entrepreneur
identity or if the selection should be purely based on their personal and professional
background and the weaknesses of the mentee. The analysis above highlighted that only five
of the mentees were naturally of an entrepreneurial nature hence others must expend a lot of
energy to behave entrepreneurial, which is extremely difficult to achieve in such a short space
of time.
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CHAPTER 6
CONCLUSIONS AND RFXOMMENDATIONS
INTRODUCTION
The purpose of this ehapter is to discuss the conclusions and recommendations of this thesis
“Becoming an Entrepreneur: Researching the Role of Mentors in Identity Construction”. This
chapter commences with an overview of the main conclusions drawn from the study. The
findings of the empirical engagement with the participants of the New Frontiers Entrepreneur
Development Programme was provided in Chapter Five indicating concurrence and/or
rejection with the literature discussed and analysed in Chapters Two and Three of this thesis.
The overall aim of this research was to examine the role of the mentor on the identity
construction of the nascent entrepreneur, llie organising research questions underlying this
research study were:
1 low do mentors encourage experimentation?
In what ways do mentors stimulate reflexivity?
In what ways do mentors help nascent entrepreneurs extend awareness of the
possibilities for their business?
What network connections are facilitated by mentors?
As part of the literature review the author explored the areas of entrepreneurship, mentorship
and identity construction. The literature review highlighted the complexity and the depth of
theoretical knowledge available in this research area. This process also highlighted gaps in
this research field, which will be discussed in this chapter.
fhis chapter will also include the author’s recommendations for future research in the area of
Mentorship and Entrepreneurial Identity Construction supported by the overall contribution of
this study to the academic literature on entrepreneurship and mentorship as well as the
practical field of mentoring programmes and future research opportunities in this area.
6.1

CONCLUSIONS

fhe conclusions below have been drawn from the study of the thesis “Becoming an
Entrepreneur: Researching the Role of Mentors in Identity Construction”. These conclusions
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are based on the review of the literature findings presented in Chapters fwo and Chapter
Three and the empirieal findings presented in Chapter Five of this dissertation.
The research findings suggest that the role of the mentor on the identity construction of the
nascent entrepreneur on the New Frontiers Entrepreneur Development Programme is sub
optimised due to structural and technical aspects of the programme rather, than the
disengagement of the participants.
In addition, the researcher concludes that:
•

Mentorship is an important tool in achieving professional and personal growth for a
Nascent Entrepreneur. The attitude towards mentorship is very positive.

•

The majority of participants on the New Frontiers Entrepreneur Development
Programme, both mentors and the mentees have entrepreneurial predispositions or
possess a number of entrepreneurial characteristics. Those who are not “naturally”
entrepreneurial know what is required of them and they alter their behaviour to cope
within the entrepreneurial environment.

This illustrates that entrepreneurs are a

combination of both, natural talent and those who learn and work on their
entrepreneurial characteristics.
•

Nascent Entrepreneurs on the Nf'EDP are at the growth phase of the Business Start-up
lifecycle which is characterised by changes in the business, industry and the
entrepreneur him/herself

Mentorship is incorporated at this phase of the business

creation process. Due to the structure of the programme however, the entrepreneurs
are not in a position to interact with their Mentors at a sufficient level to achieve that
growth. Uncertainty, the necessary of fitting into a structure, limited expertise and
limited contact time affect the Nascent Entrepreneur during this Business Start-up
phase. At this stage the process of learning should be brisk; however, it is delayed due
to the lack of entrepreneurial community spirit amongst the participants as well as
their mentors who ensure that the relationship fits into the Programme guidelines,
rather than that meeting the needs of the mentee.
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1 he role of the mentor and the process of identity construction of the nascent
entrepreneur should be optimised. This can be achieved through identification and
communication of roles and responsibilities to the participants through formal training.
1 he majority of the Nascent Entrepreneurs have secondary school or graduate level of
education; this corresponds with the literature findings.
The theory of planned behaviour model, which provides a theoretical basis for
explaining the drivers of the intention to be mentored, found that these nascent
entrepreneurs are willing to engage in a mentoring relationship.

However, their

expectations with regard to the outcomes of the relationship were not met based on
their experience. T his can be due to a mismatch between the mentor and the mentee
as well as poor communication and limited time to engage with each other. However,
the attitude towards the concept of mentorship is positive.
Due to the benefits conveyed through the concept of mentorship the participants
indicated that they would engage in a mentoring relationship again in the future,
suggesting that it is a very valuable tool once implemented correctly. It did encourage
them to experiment with different business models and consider expansion
opportunities for their business.
T he Nascent entrepreneur spent limited time if any in the space provided for them in
the Incubation Centres for the duration of the Programme. The limited contact with
the Mentors and the other Nascent Entrepreneurs minimised the learning and
networking that can be achieved within the programme. This should be optimised
through increased accountability and performance measures which are driven more by
personal development outcomes as opposed to tangible metrics such as stage of
product development or the number of meetings held with the mentor.
The majority of the mentoring relationships are still at either the initiating or
experimenting stage. The majority of entrepreneurs disengage from the relationship
with time rather than advance onto the next level.

There is an insufficient bond

between the mentor and the mentee while the trust levels, which are present from day
one of the relationship, diminish with time or remain the same.
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•

Mentorship on a formal mentoring programme is very short term in nature and
discontinues after 6 months, fhis does not concur with the recommended Mentoring
Idfe Cycle by Kram (1983). She recommends that the Cultivation Phase, phase two of
the Mentoring Life Cycle can last anything between two to five years. This would
suggest that 6 engagements with the Mentor is not sufficient to achieve the required
personal and professional growth of the individual, over a 6 months period of time. It
limits the opportunity to stimulate retlexivity.

•

fhe structures of the mentoring relationships consisted of a mixture of formal and
informal approaches.

It highly depends on the participants.

discrepancies did occur between the mentors and the mentees.

However, some
This should be

addressed at the initial meeting between the participants.
•

fhe mentors do not receive professional mentoring training with regard to how to
initiate progress and end the relationship, communicate or deal with their mentee.

•

fhe mentors are not aware and do not use mentoring techniques which are considered
to be important within the literature.

•

Mentees have access to one mentor (one source of knowledge and expertise) rather
than a number of experts in different areas. The Network Diversity typology suggests
that a mentoring team is a valuable tool towards achieving learning and growth of the
Nascent Entrepreneur. This process however, is not implemented on the Programme
and is not favoured by the mentors. Again, the needs of the mentee should drive the
Programme structure.

•

The process of matching the mentor and the mentee is not given enough attention and
importance in the Programme. This allocation can dictate the value proposition of the
relationship for both the mentor and the mentee.

•

There is an urgent need for Enterprise Ireland to review their allocation criteria and the
structure of the mentoring programme and relationships.

•

There is a need to apply mentor training for the mentors. This would give mentors the
necessary skill-set to more effectively engage with the mentees.
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•

I here is inconsistency through the programme with regard to the sharing of networks
between the mentors and the mentees. fhe value of network in identity construction
and development is well recognised in the literature. The inconsistency needs to be
addressed by the developers on the programme.

•

This study also found that not all mentors encourage experimentation and stimulate
retlexivity. This is not achieved due to limited time with their mentees, lack of training
and often mismatch between personalities.

•

fhe mentoring programme is not optimised in the New Frontiers Entrepreneur
Development Programme.

6.2 RECOMMENDATIONS

fhe researcher recommends the following mentorship research areas for future investigation:
fhe Lifecycle of the Entrepreneurial Identity Construction, Mentoring Lifecycle in a Formal
Business Start-Up Programme, the fheory of Planned Behaviour with regard to the attitude
towards mentorship pre- and post-engagement in a relationship, the introduction of a
Mentoring Team on a programme like the Nf'EDP and lastly development of best practice
with regard to allocation of the mentor and the mentee and alteration of an existing structure
oftheNFEDP.
6.2.1

The Lifecycle of the Entrepreneurial Identity Construction

fhe literature addresses the mentoring life cycle as well as the business start-up life cycle
however it ignores the entrepreneurial identity construction during that process.

It is

important to account for the personal struggles and learnings that an individual goes through
in order to achieve his or her entrepreneurial goals.

This life cycle would also enable

programme providers to support the entrepreneur at each stage of his or her journey, as they
would become aware of the support structures needed during the process.
6.2.2 Mentoring Lifecycle in a Formal Business Start-Up Programme

Mentorship, according to Kram (1983), is a long term relationship while empirical research
findings highlight that the mentors work with their mentees for a duration of 6 months. This
would pose a question whether or not a formal mentoring programme can achieve the
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personal and prolessional growth of an individual in such a short period of time. Perhaps,
mentorship should be replaced by coaching on a formal mentoring programme to provide the
nascent entrepreneurs with skills necessary to progress their business and encourage them to
seek informal mentors elsewhere.
6.2.3 The Theory of Planned Behaviour with Regard to the Attitude towards
Mentorship Pre- and Post-Engagement in a Relationship
The Theory of Planned Behaviour could be used to measure the level of satisfaction of the
mentoring relationship.

Phis typology could be used with participants of mentoring

programmes to ensure that their needs and expectations are met. This would provide the
Programme Coordinators with the knowledge about what their '‘customers” expect and
provide them with an adequate service. It can be a sustainable tool to measure attitudes at the
beginning and the end of a mentoring relationship to measure its effectiveness.
Additionally, this typology has a greater scope and could be used further in, for example, the
educational sector to examine the expectations and attitudes of students towards modules or
study programmes.
6.2.4 Mentoring Team on the New Frontiers Entrepreneur Development Programme
fhe researcher would recommend the introduction of the concept of the mentoring team as it
associates entrepreneurial networks, giving nascent entrepreneurs access to several sources of
expertise and knowledge, as well as networking opportunities. It is impossible that one mentor
can fulfil all of the needs of the mentee. The mentoring team could consist of a number of
mentors and a number of mentees, impacting positively on the entrepreneurial community and
peer learning.
The current concept of mentorship benefits only some individuals, hence a form of coaching
rather than mentorship should be considered. Perhaps, the nascent entrepreneurs should have
a choice to select whether they want to be coached on the most important areas of business
start-up process or mentored for the duration of the Programme.
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6.2.5 The Development of Best Praetiee with Regard to the Allocation of the Mentor and
the Mentee
Enterprise Ireland should develop a best praetiee model for the alloeation of the Mentor and
the Mentee.

The suceessful relationships should be serutinised and learned from.

The

Programme Coordinators should also eonduet Exit Interviews with Mentors and the Mentees
after completion of the Programme to account for the positive and negative experiences of the
participants.
6.2.6 Structure of the New Frontiers Entrepreneur Development Programme
fhe level of accountability should also be increased. Review the programme performance on
a continuous basis and focus the review on the programme's critical success factors. I'he
tracking of performances should include intangible as well as tangible aspects of progress
such as entrepreneurial learning or the creation of a product.

Communication should be

encouraged and open. The participants should be aware of what is required of them and what
they can expect of the Programme. Companies on the programme should be grouped based
on their progress, stage of life cycle and needs. Presence in the incubation centre should
mandatory however; entrepreneurs should be based around similar businesses to stimulate
learning and entrepreneurial community. Mentoring training should also be implemented into
the Programme structure.
6.3 OVERALL CONTRIBUTION
fhis research study will contribute to the academic literature, the practical field of
entrepreneurship and mentorship and the identification of future research opportunities in the
area of mentorship and identity construction in the field of entrepreneurship. The following is
a synopsis of the overall contribution of this research study:
6.3.1 Academic Literature
fhe findings accumulated from this research “Becoming an Entrepreneurs: Researching the
Role of Mentors in Identity Construction will contribute new academic information regarding
the entrepreneurial identity construction through the process of mentorship literature
including:
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•

Potential mentoring structures, models and techniques, which can aid creation of
successful mentoring relationship in an entrepreneurial learning process.

•

fhe mentoring, relationship and business start-up lifecycles which identify the process
and the support structures and the process behind each phase.

•

Role of mentoring in the identity construction of a nascent entrepreneur.

•

d'he use of the Predictive Index Personality Testing on entrepreneurs to match the
mentor and the mentee.

•

fhe use and the application of the Theory of Planned Behaviour to examine the
expectations and the outcome of a mentoring relationship.

6.3.2 The Practical Field of Formal Mentoring Programme
fhe research findings wall also contribute to the practical field of formal business start-up
programmes and mentoring programmes.

The findings from this study can lead to

reconstruction of the existing entrepreneurial development programmes and formal mentoring
programmes.
6.3.3 Future Research Opportunities
t he author recommends the following with regard to future research in this field:
•

Investigation of the lifecycle of the Entrepreneurial Identity Construction.

•

Examination of the impact that formal mentoring achieves versus informal mentoring.

•

Undertake a longitudinal study to examine the Theory of Planned Behaviour regarding
the expectations and experiences of the mentoring relationship in a business start-up
programme.
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APPENDIX A
Appendix A: Consent Form
Information Sheet
Purpose of the Study. As part of the requirements for Masters in Research at Institute of Technology
Tralee, 1 have to carry out a research study. The study is concerned with investigating the impact that
mentorship has on the identity construction of the nascent entrepreneur and entrepreneurial learning.
What will the study involve? The study will involve min. 3 - max. 5, one on one interviews with the
researcher, where an insight into your mentor-mentee relationship will be sought. The interviews will
be less than two hours in duration and the researcher will adhere to your time schedule.
Why have you been selected to take part? You have been selected to participate in this study
because you work with a mentor in a formal mentoring program and you have been considered to
correspond with the profile of the nascent entrepreneur, as highlighted by the literature review.
Do you have to take part? No. The participation in this research is voluntary. By signing the consent
form you are agreeing to participate in the study however you have an option of withdrawing before
the study commences, during the study or discontinue your cooperation after the data collection has
started.
Will your participation in the study be kept confidential? Yes. Data collected will be viewed by
the researcher and the research supervisors that is Breda O’Dwyer and Brigid Crowley. Identification
of your identity within the thesis will be protected, therefore anonymous. Any e.xtracts from what you
say that are quoted in the thesis will be entirely anonymous.
What will happen to the information which you give? I he data will be kept confidential for the
duration of the study. On completion of the thesis, they will be retained for a further six months and
then destroyed.
What will happen to the results? The results of the study will be presented in the thesis. They will be
seen by the supervisors, a second marker and the external examiner. I'he thesis may be read by future
students of the Institute of Technology Tralee and other external parties. The study may be published
in a research journal or presented on a conference.
What are the possible disadvantages of taking part? 1 don’t envisage any negative consequences
for you in taking part. It is possible that talking about your mentoring experience or mentor-mentee
relationship may cause some distress. The study will also require commitment on your behalf.
Who has reviewed this study? Approval has been granted by the Institute of Technology Tralee and
HTTAC (Higher Education and Training Awards Council) before study took place.
Any further queries?
If you require any further information, you can contact me on
monika.dukarska@research.ittralee.ie or 087-061 1824.
If you agree to take part in the study, please sign the eonsent form overleaf. [Over...
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Consent Form
I..............................................................agree to participate in '‘Becoming an Entrepreneur: Researching
the Role of Mentors in Identity Construction” researcli study.

Tlie purpose and nature of the study has been explained to me in writing.

am participating voluntarily.

I give permission for my interview with Monika Dukarska to be audio -recorded

I understand that 1 can withdraw from the study, without repercussions, at any time, whether before it
starts or while 1 am participating.

understand that anonymity will be ensured in the write-up by disguising my identity.

I understand that disguised extracts from my interview may be quoted in the thesis and any subsequent
publications if 1 give permission below:

(Please tick one box :)
I agree to quotation/publication of extracts from my interview
1 do not agree to quotation/publication of extracts from my interview

Date.

Signed.

Researcher:
Signed.
Adopted from Mooney M., (2008), "Sample Informed Consent Form For Research Participants” UCC, Department of Applied Psychology, Research Projects.
Available at httDs://www.eoogle.ie/#a=sample-rlnformed+consent-rforms
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APPENDIX B
AppenJix B: Phase i of the Empirical Research (Pilot Study) - First Engagement (Mentors)

IT Tralee
Mentoring Questionnaire 1
Piloted to: MENTORS
The purpose of this questionnaire is to identify the expectations and the nature of the
relationship between mentor and the protege. Data collected will be used by Monika
Dukarska for research purposes only. Please complete the questions below and return the
questicnnaire to the program coordinator.
Section 1
The nature of mentoring relationship.
Please select an answer that applies to you. Please circle your response
1. Do you have any previous experience as a mentor?
a) Yes
b) No
2. What function do you think mentor should perform? (Please specify)

3. Mentorship can be defined as one of the followingT/Yec/.ve select one of the definitions
below)
a) performance-improvement technique
b) enabling relationship that facilitates another’s personal growth and
development
4. Why would you like to be a mentor? (Please specify)

5. The mentee was:
a) Assigned to me by an external person/ programme co-ordinator
b) I selected the mentee
c) 1 was selected by the mentee
6. Dow do you communicate with your mentee? (Please note multiple choice is possible)
a) Face-to-face
b) E-mail
c) Telephone
d) Other (Please specify)___________________
7. How often do you meet the mentee?
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a) Everyday
b) 2-3 times a week
e) Once a week
d) Once every 2 weeks
e) Once a month
8. How much time do you spend with your mentee? (Please speeify)
a)
hours
9. Do you perceive the mentoring relationship to be:
a) Unstructured and casual
b) Formal, with clear sense of direction and purpose
c) Combination of both (Please speeify)

0. What issues do you discuss with your mentee?
a) Personal Only
b) Professional Only
c) Professional and personal
1. How would you describe your role in the mentor-mentee relationship? (Please speeify)

12. How would you describe your relationship with your mentee?

a) Very good
b) Good
c) Fair
d) Poor
13. Do you believe you have a lot in common with your mentee?
a) Strongly Agree
b) Agree
c) Disagree
d) Strongly Disagree
14. Most mentors regard their role in the mentor-mentee relationship as a leadership role.
Do you agree or disagree with the above statement and why? (Please specify)

15. What is the current difficulty/challenge in the relationship that you are faced with?
(Please specify/ list)
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16. Do you believe the mentee benefits from your help?
a) Yes
b) No

Section 2

Personal Information

1. Gender
a) Male
b) Female
2. What is your age?
a) 20-30
b) 30-40
e) 40-50
d) 50-60
3. What is your level of specialisation and education? (Please specify)

fhank you for your time and help in completion of the questionnaire.
Kind Regards,
Monika Dukarska
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APPENDIX C
Appendix C: Phase 1 of the Empirical Research (Pilot Study) - Fist Engagement (Mentees)

IT Tralee
Mentoring Questionnaire I
Piloted to: MENTEES
The purpose of this questionnaire is to identify the expectations and the nature of the
relationship between mentor and the protege. Data collected will be used by Monika
Dukarska for research purposes only. Please complete the questions below and return the
questionnaire to the program coordinator.
Section 1
The nature of mentoring relationship.
Please seleel cm answ'er that applies to you. Please eirele your response
17. Do you have any previous experience as a mentee?
c) Yes
d) No
18. What function do you think mentor should perform? (Please specify)

19. Mentorship can be defined as one of the followingT/Ve<:/.ve select one of the definitions
below)
c) performance-improvement technique
d) enabling relationship that facilitates another’s personal growth and
development
20. Why would you like to have a mentor? (Please specify)

21. How would you describe your role in the mentor-mentee relationship? (Please specify)

22. The mentor was:
d) Assigned to me by an external person/ programme co-ordinator
e) I selected the mentor
0 I was selected by the mentor
23. How would you like to communicate with your mentor? (Please note multiple choice
is possible)
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e) Face-to-face
0 H-mail
g) Telephone
h) Other (Please specify)
24. How often would you like meet the mentor?
0 Everyday
g) 2-3 times a week
h) Once a week
i) Once every 2 weeks
j) Once a month
25. How much time would you like to spend with your mentor? (Please specify)
b) ______ hours
26. Do you perceive the mentoring relationship to be
d) Unstructured and casual
e) Formal, with clear sense of direction and purpose
f) Combination of both (Please specify)

27. What issues would you like to discuss with your mentor?
d) Personal Only
e) Professional Only
0 Professional and personal
28. How would you describe your relationship with your mentor?

e) Very good
0 Good
g) Fair
h) Poor
29. Do you believe you have a lot in common with your mentor?
e) Strongly Agree
0 Agree
g) Disagree
h) Strongly Disagree
30. Most mentors regard their role in the mentor-mentee relationship as a leadership role.
Do you agree or disagree with the above statement and why? (Please specify)

31. What is the current difficulty/challenge in the relationship that you are faced with?
(Please specify/ list)
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32. Do you gain personally from this relationship?

c) Yes
d) No
Section 2

Personal Information

4. Gender
c) Male
d) Female
5. What is your age?
e) 20-30
f) 30-40
g) 40-50
h) 50-60
6. What is your level of specialisation and education? (Please speeify)

Thank you for your time and help in completion of the questionnaire.
Kind Regards,
Monika Dukarska
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APPENDIX D
Appendix D: Phase 2 of the Empirical Research (Pilot Study)

IT Tralee
Mentoring Questionnaire II
The purpose of this questionnaire is to examine the further development of the mentor mentee relationship. Please answer the questions below and provide as mueh detail as
possible.
Structure
1. What level of quality would you associate with your mentoring relationship? Please
circle
a) Low
b) Moderate
c) High
2. Do you think the quality of your mentoring relationship has improved or deteriorated
with time? Please circle
a) Improved
b) Deteriorated
3. What has improved and what has deteriorated within your relationship? Please
explain.

4. In your opinion, what is the current drawback of the relationship? Please explain.

5. Would you consider the mentoring relationship to be formal or informal? Please circle
a) Formal
b) Informal
6. What indicates that mentorship is formal/informal? Please explain.

7. Has your mentor used any mentoring techniques? If yes, please list techniques used. If
not, why do you think s/he did not use them? Please explain.
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8. Did you find the mentoring techniques beneficial? Please circle
a) Yes
b) No
Why? Please explain.

9. 1 low would you describe the communication between yourself and the mentor? Please
explain.

10. Has the mentoring relationship opened up networking opportunities? Please circle
a) Yes
b) No
11.1 lave you benefited from these networking opportunities? Please circle
a) Yes
b) No
12. Do you expect any future/ further networking opportunities? Please circle
a) Yes
b) No
13. Who was the leader in the relationship? Please circle
a) Mentor
b) Mentee
c) Both
14. In your opinion, who should take the leadership role in the relationship? Please
explain.

Attachment
1. In your opinion, do you have a lot in common with your mentor? Please circle
a) Yes
b) No
2. Do you know your mentor well? Please circle
a) Yes
b) No
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3. Would you seek an adviee/ help from your mentor in a professional distress situation?
Please circle
a) Yes
b) No
4. Would you seek an advice/ help from your mentor in a personal distress situation?
Please circle
a) Yes
b) No
5. Do you consider yourself to be emotionally attached to your mentor? Please circle
a) Yes
b) No
6. In your opinion, what indicates that you are/ are not emotionally attached to your
mentor? Please explain.

7. What did you learn from your mentor? Please list 5 things in descending order.
a)

b)
c)
d)
e)

8.

What do you think the mentor learned from you? Please explain.

9. Do you believe that mentor responds to your needs? Please explain.

fhank you for your time and help in answering the questionnaire.
Yours sincerely
Monika Dukarska
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